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We’re in the early days of a new critical stage in the evolution of business process practices. In a recent
survey of 978 CIOs conducted by Gartner Group, 43 percent of respondents cited “supporting or
enabling better business processes” as the single biggest shift in the role of IS. Sapient is seeing this
trend with its clients; although we’ve used business process as a tool in nearly every engagement
since our founding, there has been a significant increase in client initiatives where business-process
improvement is one of the key drivers.

The ‘new’ business process revolution will dramatically change the way firms use process as a critical
tool for driving business change. The impact of this revolution will be similar to that brought on by 
the introduction of object-oriented approaches, client/server technologies, and the web. The results
will lead to organizations that are more resilient and able to adapt to changing business environments. 

There are a few reasons behind this increased focus on business process as a management tool:

Efficiency Improvements: Doing More with Less, and Doing it Better
Process-centric approaches first emerged during previous economic downturns as tools to support
efficiency improvements. Today, organizations are again focused on reducing the cost of doing
business, preparing to benefit from the next wave of growth by being smarter about the way they
manage and grow their operations.

Increased Velocity of Business Change
As the speed of business competition increases, firms need to respond more quickly, bringing products
to market and integrating with new business partners. We only need to look at one of North America’s
largest telecommunications carriers’ past six months to see a high-stakes breakdown in business
process management. In the first quarter of 2004, more than 367,000 subscribers defected from the
carrier, attributed mostly to its inability to manage customer-facing business processes. While this is
an extreme example, the need to respond quickly to competitive threats is increasing significantly in
nearly every industry.

Process Outsourcing and the Global Workforce 
The movement toward outsourcing provides a unique opportunity for dramatically improving the cost
structure of an organization. Benefiting from this opportunity requires a clear understanding of the
organization’s business processes for two reasons. First, in order to understand what to offshore or
outsource, firms must have a clear picture of what they do and how they do it. Second, in order to
successfully leverage a global workforce or outsourcing, companies need to define their service-level
agreements (SLAs)—which can be managed more effectively when they have a clear understanding of
their business processes and associated metrics. 
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Maturing Technology Solutions
In the past, process-design tools were limited in their usefulness. Once processes were documented, it
was difficult to do anything valuable with the information or manage the processes as they inevitably
changed. Today, business-process technologies are maturing to a point where they will be able to
support ongoing integration between distributed people, processes, and systems. 

With these new technologies, business processes are created digitally and then fed into business process
platforms where they can be managed and updated on an ongoing basis. Our clients who have used
these solutions have greatly increased their ability to meet their ongoing business needs, such as
running competitive pricing campaigns and launching new products in a timely manner.

An additional capability introduced with this evolution includes better visualization and the ability to 
view business processes at multiple levels, from people to systems. Once we can see how a process is
designed and what the critical components are, the process updates are simplified and improved —
taking into account its impact on customers, systems, and people. This can improve customer
experiences in the midst of process changes as well as reduce handoffs and errors.

These trends, when considered together, form a strong argument for the fact that business process has
returned as a critical tool for driving business change. But what’s changed? The last factor listed above,
maturing technology solutions, will make the greatest difference in how business process is strategically
used to manage and improve business performance moving forward. 
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Joining the Revolution

To capitalize on this business process revolution,
organizations need to understand and actively
manage business processes across departmental
and geographic silos.

Two critical imperatives lay ahead for most organizations:
• The need to take a holistic approach to business process and

work across what may appear to be independent initiatives
• The need to build business solutions in a new way that

leverages the power of business process management
platforms

To succeed, it is necessary to: 
• Have a broad understanding of which initiatives, both 

business- and IT-driven, use business process as a tool and
foster cross-communications among them

• Centralize the documentation of business processes so 
that any initiative that wants to leverage previous process
mapping work can easily do so

• Make the human dimension of process a very explicit part
of any business process–centric initiative

• Embrace formal business-process improvement
methodologies and learn their tenets, but don’t make them
more complex than they need to be

• Build a service oriented architecture (SOA) blueprint for your
organization 

• Start familiarizing yourself with the potential of business
process management (BPM) platforms and understand which
software platform vendor will lead the way 

• Assess the current situation; while no one wants to go down an
enterprise reengineering path, simply using the new technologies
to automate flawed processes isn’t the right decision either
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The business logic of the application 
is developed using programming 
languages—any change in the logic 
will require a costly modification to
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the same programming languages used 
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is developed using new tools known 
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The New Architecture

Rules Engine
ILOG, Blaze, MS BRE

Process Engine
Collaxa, Biztalk ‘04, etc

Service ServiceService Service

Instant Messaging

Voice/Speech

Browser

New Front-end
Devices & Technologies

E-mail

Smart Clients
Flash, XForms, InfoPath

Business Process: The New Technology Paradigm

The business process revolution is bringing a new technology paradigm to the forefront. Although the days
of computer-aided software engineering (CASE) are long gone, some critical technology developments
are bringing back the promise of building software with little to no coding. Business applications have
evolved from monolithic, mainframe-based applications to client/server, to the web, to web services, to
service-based architectures. This evolution has led to functionality being delivered as individual services
many applications can leverage.  

A New Way to Architect Business Solutions
A number of software platforms are evolving to use process as a basic construct and support the
development of process-based solutions. These platforms will dramatically change the way we build
business solutions. 

In today’s multi-tier architectures (see diagram below), the business logic of a solution is captured in a
‘middle tier’—or business layer. Common technologies used for the middle tier include popular
programming languages such as C++, Java, C#, etc. In this model, the business logic is treated as a
single, monolithic lump of functionality. This means that changes to applications that go beyond the
scope of what was originally designed into the application tend to be costly and, sometimes, risky.  

New business process management (BPM) platforms and other process-related technologies offer the
opportunity to split the middle tier into two halves. The first half is the more static aspect of the business
logic, developed with programming languages such as those currently used. The other half is the more
dynamic aspect and is built using very different tools, which involve BPM platforms that use XML
descriptions to support process automation. This model offers unique advantages: By relying on services
to provide the more static functionality, organizations can start building service oriented architectures
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(SOAs) and reduce functional redundancy; and, by utilizing technologies that require less coding over time in
the ‘dynamic’ layer, organizations can rely on technology-savvy business analysts rather than hard-to-find
technical experts. Additionally, the resulting architectures allow organizations to change their applications
faster and support a higher degree of velocity within their business. 

Getting Started

To start using BPM platforms as enterprise tools for building solutions, designate a group of people —
from both the business and IT sides — to look at what is available in terms of tools and study some of the
underlying standards, such as business process modeling language (BPML) and business process
execution language (BPEL). They can then build proof of concepts to help stakeholders understand how
these technologies will change the way business solutions are built moving forward.  If proofs of concept
or small solutions relying on BPM already exist, start thinking about the enterprise-level implications of
such platforms. Identify these platforms’ potential for providing critical insight into how well processes are
executed, as well as their ability to support business growth without proportionally expanding people cost.

Process Building Blocks: Web Services and Service Oriented Architectures
Web services and SOAs are critical components of this new architecture. Although web services have a
long way to go before becoming a reliable, all-purpose service model, they offer a basis for thinking in
terms of essential business functions—or ‘services.’ By ‘stringing’ together or ‘orchestrating’ web
services, a business process can be executed. Thus, web services can be considered a building block for
assembling complex processes—and this is where BPM platforms play a role since they essentially
execute this orchestration.

The most efficient way for organizations to define the SOA that best supports their business is through
enterprise architecture planning. At Sapient, enterprise architecture planning is a collaborative effort
between business and IT stakeholders to jointly understand the needs of the business and how information
systems are supporting these needs; the backdrop for these conversations is business process.

Major Software Package Vendor Strategies: Business Process as the Next Big Battle
No single vendor subset is leading the business process reengineering charge. Rather, a number of
leading vendors seem to be headed in the same direction. 

The enterprise application integration (EAI) platform vendors most likely started the trend by incorporating
workflow/process servers into their platforms, which was predominantly driven by the need to find a new
differentiator and appear more strategic. This development in EAI and the technology developments
previously mentioned have driven other vendors to make similar moves. Companies that have come from
the ERP space, such as SAP and PeopleSoft, have focused on making their platform appear more like an
all-purpose business-process automation platform. After all, they have automated some of the core
processes of organizations across all industries for over a decade now. From the other end of the
spectrum, companies that have been leading custom-development platforms, such as IBM and Microsoft,
have shifted their focus from custom to server-products development. And, interestingly enough, the core
of these server products has a workflow/process automation component.

For most organizations, the action item here is quite simple: Be aware. Understanding this market
dynamic should inform your technology decisions. Beyond awareness, organizations should work to
identify which of these leading providers are likely to come out on top—that is, which of these providers
‘get it’ and are working toward the platform of the future.  
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"It is not necessary
to change. Survival
is not mandatory."  
—W. E. Deming



Benefits
• Forces an organization to think through the ‘how’ of day-to-day activities 
• Defines which business processes are really important, how they are conducted and

measured today, and how well we are doing these things
• Illustrates where the money is being spent (people and systems) and where the money is

being earned (high-value processes)
• Provides the opportunity to bring metrics into the exercise as a basis for measuring

improvements
• Allows ownership of these processes to be examined to ensure that the right people 

are involved

Overview
Business process mapping is a perfect
foundation for numerous activities in your
organization. At Sapient, we use it in a 
broad set of situations, such as establishing
requirements for a technical solution,
supporting enterprise architecture initiatives,
and helping clients think through
outsourcing strategies. 

Mapping and Benchmarking

Benefits
• The observation of people as they move through a process is essential to maintaining the

quality of the experience as well as modifying it in a way that doesn’t disenfranchise users
• Provides insight into the current state of a process
• Allows for the monitoring of changes as they are rolled out; reengineering a process without

concern for the human experience can easily drive up turnover and create a whole new 
set of problems

• Allows for the use of video cameras, beeper interviews, and other techniques that provide
insight into how people experience each process

Overview
Often undervalued, the human factor of
process analysis provides critical insight.
User research illustrates the human
experience of a process as it currently exists,
or as it could exist if reengineered. 

User Research

Benefits
• Provide a framework for process change, allowing everyone involved to understand the

focus required at any given stage as well as each stage’s contribution to the overall
improvement effort

• Act as tools for creating the efficiencies your organization seeks, not a science to make
things more complicated

Overview
Process improvement can and should be
driven through formal business-process
improvement methodologies. These
methodologies provide a framework for
process change, allowing everyone involved
to understand the focus required at any given
stage as well as each stage’s contribution to
the overall improvement effort.

Improvement Methodologies

Sapient’s Approach to Business Process

Our approach to business process involves business

processes, users, and technology to realize the 

highest-impact changes.
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Sapient 

Sapient is a leading business consulting and technology services
firm that plans, designs, implements, and manages information
technology to improve business performance for Global 2000
clients. Sapient was founded in 1991 based on a single promise: 
to deliver the right business results, on time and on budget.
Sapient's fixed-price/fixed-time model, combined with industry,
design, technology, and process expertise, provides clients with 
the highest business value at the lowest total cost of ownership.
Headquartered in Cambridge, Massachusetts, Sapient has offices 
in Canada, Germany, India, the United Kingdom, and the United
States. More information about Sapient can be found at
www.sapient.com. 


