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The traditional methodologies for mapping and process analysis are today evol-

ving to put collaboration between people first, a key factor for a company’s success.

Supporting business processes has always been the key task of information technology. This 

objective has led it to be pervasive in almost every company and the information system to 

become the main element enabling the work of people. Automate, to reduce the need for 

human work; digitize, to make processes virtual and no longer in need of physical media; 

standardize, to make processes more predictable, controllable and less prone to errors. 

These were the main drivers that have led the growing computerization of companies sin-

ce the 1990s and that have made ERP systems the heart of the information systems of 

many companies.  The mode of operation of these systems derives directly from how the 

business processes they have to support are modeled, or by how they have been under-

stood, described and analyzed. To understand how management systems are changing, 

we need to look at how our way of modeling work processes is changing.

WhAT IS BUSINESS PROCESS MANAGEMENT (BPM) 

The traditional approach 

Business Process Manage-

ment was born within indu-

strial reality, with the aim 

of making work activities 

as standardized, replicable 

and optimized as possible. 

In these contexts, the variabi-

lity and discretion of the wor-

kers are considered elements 

to be avoided, while the pun-

ctual control of the activities 

carried out is a critical element.

Based on this vision, our traditional model for describing business processes is structured. 

Each process is identified as a structured  workflow of activities, deterministically de-

finable a priori and which develops in a predictable manner case by case, with known in-

puts, resources and outputs. Describing the workflow of processes with classic notations, 

we believe we understand the key elements and understand the totality of what happens.

To intervene on processes we consider improvement as a discontinuity: we analyze 

the workflow of activities and build a model of the process; we work on this model to op-

timize it (with a Business Process Reengineering approach ) and finally apply the revised 

model to reality. To make this new model real we define procedures and rules and we 

create Information Systems that, supporting the defined model with workflows , constrain 

working practices in a prescriptive manner. 

The abstract model of the process therefore determines the configuration of the Informa-

tion Systems that will support it. This way of proceeding has brought excellent results in 

the contexts in which it was born, where the work can be replicated, standardized and the 

rate of change is very limited.



Process Manager: conTexT change  

In the modern economic world, 

based on services, knowledge and 

innovation, the assumptions of a 

process manager behind the tradi-

tional BPM approach are missing.

Today the markets are more and 

more discontinuous and the in-

ternal processes, consequently, 

must be more flexible and adapta-

ble. The variability and complexity 

of the tasks increases, together 

with the level of knowledge and 

innovation that must be used. The human element is no longer the interchangeable gear of 

a machine, it is a resource with unique experiences and knowledge that the company must 

know how to employ at its best. In this context, our traditional process model is no longer at 

ease, it is not able to describe reality with sufficient accuracy.  So it’s no longer useful. The 

vision of the workflow as a structured set of activities is too limited and simplistic, be-

cause it considers only the part of the process always equal to itself and is not able to grasp 

the collaborative workflows between people, which vary from time to time and which they 

cannot be defined a priori. The signs of the crisis of this model are also seen in ERP projects, 

and partly explain why 75% of these projects fail (given Gartner ). In fact, there is often a ten-

dency to over- customize erP systems with the aim of supporting business processes as 

completely as possible, causing  extra costs and significant delays. 

At a certain point, the functioning of the process is more an opinion of the single actors 

than an objective element, and the attempt to engineer and structure activities that are 

by their nature variable is counterproductive. In fact, “straitjackets” are created to chan-

nel processes that must maintain high degrees of freedom and discretion in order to fun-

ction. It is then thought to improve the situation by further complicating the workflows 

and defining further rules, generating in reality only greater complications, process excep-

tions and moodiness in all the actors involved. The result is that some of the most impor-

tant processes, despite the heavy investments in automation made, are not under con-

trol and can be monitored today. In this traditional erP have failed: they have failed 

to evolve to support the changing nature of the most critical business processes. 

 

So the workflow ends up in many other tools, primarily e-mail, and the ERP loses the 

role of central orchestrator of business processes. The fracture is complete: on the one 

hand the management system, which supports increasingly limited parts of processes, 

on the other communication and collaboration systems, which contain the real infor-

mation useful to the process, but which prevent control and monitoring of performance.

Manage collaBoraTive Business Process

at the base of the evolution 

of the functionalities sup-

porting the processes there 

is a new conception of the 

way of functioning of the 

company. The most cur-

rent approach to Business 

Process Management raises 

the problem of understan-

ding the real functioning 

of the process, or the way 

in which people interact 

and collaborate on a daily 

basis. These flows can-

not be defined a priori with 

exactness and can vary si-

gnificantly when the context changes. To have a real and complete view of the pro-

cesses, it is necessary to put together these two visions, to bring together the 

structured workflow of activities with the collaborative one. What results is a more 

complete model, able to correctly grasp the complexities and variability of working life.

To then improve performance, it is first necessary to act on this model, but in a significantly 

different way than the classic Business Process Reengineering. First of all, we can review the 

structured workflow of activities so that it is more streamlined and effective, while defining 

the necessary control and monitoring points, and pushing towards standardization, where 

necessary.



Alongside this, however, the collaborative area must be made explicit, ie 

the part of the process where it is necessary to delegate and make the most 

of the discretionary capacity of the people and their ability to work together. 

The problem now is to bring this new design into reality, to ensure that performan-

ce improves concretely. Using strict rules and workflows is completely ineffecti-

ve; we must instead work on people and their ability to collaborate profitably.

at the base of the evolution of the functionalities supporting the processes there is a 

new conception of the way of functioning of the company. The most current appro-

ach to Business Process Management raises the problem of understanding the real 

functioning of the process, or the way in which people interact and collaborate 

on a daily basis. These flows cannot be defined a priori with exactness and can vary si-

gnificantly when the context changes. To have a real and complete view of the pro-

cesses, it is necessary to put together these two visions, to bring together the 

structured workflow of activities with the collaborative one. What results is a more 

complete model, able to correctly grasp the complexities and variability of working life.

To then improve performance, it is first necessary to act on this model, but in a significan-

tly different way than the classic Business Process Reengineering . First of all, we can re-

view the structured workflow of activities so that it is more streamlined and effective, 

while defining the necessary control and monitoring points, and pushing towards stan-

dardization, where necessary. Alongside this, however, the collaborative area must 

be made explicit, ie the part of the process where it is necessary to delegate and make 

the most of the discretionary capacity of the people and their ability to work together. 

The problem now is to bring this new design into reality, to ensure that performan-

ce improves concretely. Using strict rules and workflows is completely ineffecti-

ve; we must instead work on people and their ability to collaborate profitably.

From the point of view of Information Systems, it is possible to give a big hand by provi-

ding the necessary support to make collaboration a simple, fast and always con-

nected task to the business processes. The goal is to mend the rift between traditio-

nal management systems and collaboration systems , creating spaces in which it is 

possible to manage both the structured and the collaborative part of the processes. 

Looking at the IT market, this type of evolution is becoming more and more con-

crete. Furthermore, very innovative specific tools are being born, which na-

tively combine these two aspects to propose a new way of working.

The signs are therefore all to affirm that, in this period, a new class of information systems is 

being developed which, although not in short times, will spread pervasively within the com-

panies.

These new systems, although with different functional and technological approaches, are based 

on a series of common features:  

• sTrong user orienTaTion , which is evident in the search for a pleasant and ex-

tremely simple user experience, able to accompany the user at different times of his wor-

king day and through the different devices that he uses. On the one hand, therefore, a use 

that is not confined to experienced users, but which wants to reach management and all 

the people who, even occasionally, are involved in the processes; on the other hand, a “mo-

bile first” logic, to allow you to always have the operation of the company literally at hand.

• high funcTional BreadTh , to provide everything needed to manage the various 

aspects of each process: document management, task management, workflow , reporting, colla-

boration and communication. Existing solutions, either alone or through integration with other 

specialist tools, are proposed as a collector and entry point for all this vast set of functions.

• exPliciT link BeTween all The funcTions Provided and The Busi-

ness oBjecTs To which They refer, which allows them to be contextualized and 

merged. The definition of business objects and the relationships between them is the 

map that aggregates and gives meaning to the different pieces of information, which 

therefore always remain associated with a specific process and a specific objective.

 

• aggregaTion of all inforMaTion relaTing To a given Process, putting an 

end to the dispersion and disintegration that today is caused by the abuse of e-mails or the use 

of many non-integrated tools, sometimes also from consumer sources. The objective is to ensu-

re that all the information relevant to a single process is brought together in one place, always 

accessible by all the actors in the process and that it remains for future consultation needs.

• creaTion of a social and collaBoraTive feaTure layer that overlaps with 

legacy systems and decouples them from the user, making their use transparent. For the user, 

the experience is continuous and homogeneous, although there is always the possibility of 

accessing the underlying systems and data for specific operations. In this sense, the layer colla-

borative become the real work environment, as it incorporates and leads to all the stakeholders  

in the process, ie information and functionality provided by the underlying systems, revised and 

enriched with new possibilities. 

For corporate IT, support for internal processes is and will remain a key element, but a strong 

rethinking of consolidated Business Process Management methods and, consequently, of appli-

cation functionalities is necessary. 
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