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Overview

The only true “killer app” is that which provides greater value from existing
software assets. The scrutiny of IT buyers centers on the investments that will cut
out the fat, speed their processes, and allow them to do more with less.

This means the ability to collapse the business process by capturing and
dynamically managing business logic with integrated application services. Every
organization is looking for optimal leverage of IT resources, how to connect
business processes with business partners, and how to integrate process
knowledge within the business desktop.

It’s no surprise, then, that Business Process Management (BPM) is quickly
emerging as the moniker for the next Killer App in enterprise software. Few areas
of software will receive more attention in the coming months and years than
BPM. Yet the greatest challenges to the BPM market are the very forces making it
so attractive.

In order to understand the market, it is imperative to know the purpose of BPM.
BPM software enables the design, analysis, optimization, and automation of
business processes. It does this by separating the process logic from the
applications that run them; managing relationships among process participants;
integrating internal and external process resources; and monitoring process
performance.

On the Cusp of a Revolution

Delphi research on the subject of Business Process Management (BPM) and Web
Services leads us to predict that the next few years will be exciting ones for
technology evolution. There is an important juxtaposition of company plans for
BPM and Web Services versus thoughts on how the market will play out. What is
clear, though, is that the evolution is happening as we speak—BPM and Web
Services are taking off now.

A Market Well On Its Way

That 12% of respondents are using BPM software today is consistent with a
market in its earliest stage.  But with 55% of surveyed companies reporting that
they are actively evaluating BPM packages, the market is evolving now.  Early
adopters have already leapt, and the early majority is ready to spring—of those
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in the early stages of evaluation, approximately 63%
plan to deploy a solution within the next 7-12 months
and virtually all of the rest plan to deploy within 2-3
years. Thus, the market for BPM solutions is now.
These numbers point to 2002 as a pivotal year for BPM.

The Market’s View of BPM

When asked to pick a definition for BPM software, 19%
of companies surveyed were either indifferent or
unable.  This indicates that the supply side of the
market continues to face a learning curve in selling
BPM as a concept; yet that greater than 80% of
respondents are confident in their definitions shows
that this is an issue already top-of-mind.  Thus, the
challenge is less to promote “why” BPM but rather to
clearly articulate the “what” and “how” of this software
movement.

A small minority (12%) of respondents take a slightly
cynical view that BPM is simply the cosmetic re-
branding of previous generations of workflow
software. To contrast, the majority of respondents
(54%) already define BPM software as a critical
element of IT infrastructure, used to process-enable
both new and existing applications.

The close association of process and applications is
not new, but the way that BPM software affects this
integration is different than the first-generation
workflow solutions offered a decade ago. Then,
workflow  required point integration between
enterprise applications and the workflow solution.
Developers had to hard-code the integration between
individual applications.  Integrations of this type were
often out-of-date the minute they were deployed and
typically resulted in broken connections.

To combat the inefficiencies of hard coded, individual
integrations, enterprise application integration (EAI)
products emerged. These provided an infrastructure
for application integration and were scalable for
enterprise use. However, first generation EAI products
did not typically include BPM capability and
employed proprietary architectures for messaging,
application adapters, scripting languages, and
rudimentary workflow. These products were also
focused on integrating back-office applications and
not inter-enterprise processes.

In the late 1990's a new class of Internet B2B “gateway”
products emerged to exploit the emerging build-out
of the Internet. These products began to employ low-
level Internet technologies such as HTTP and XML to
automate cross-enterprise application integration.

Standards development was in its
infancy, however these products still
implemented application interfaces
and response-request messaging
protocols in a proprietary way.
Similar to the first-generation EAI
products, the first Internet B2B
gateway servers lacked a
comprehensive BPM capability.

Many of today's generation of BPM
and EAI solutions facilitate
integration through Message
Oriented Middleware (also known as
“MOM”)—a technology that has
been around since first-generation
EAI products. MOM leverages third-
party message queuing servers such
as those from IBM or Microsoft or
Java Messaging Services available
within the J2EE platform. Messaging
services offer scalable integration
capabilities ideally suited for
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managing high-volumes of transactions and
geographically distributed infrastructure. This level of
functionality, however, does not come without a price.
Proprietary message-oriented middleware can be
expensive to deploy and maintain. And by itself, MOM
lacks BPM capability and critical integration
functionality, such as translation.

Over the past two years, EAI, MOM, and B2B
integration vendors have gradually added BPM to their
product sets, and the industry has witnessed
considerable consolidation. Today, BPM is really the
cornerstone of a next-generation enterprise
integration platform software that encompasses a
broad and deep set of functionality: sophisticated EDI
and XML translation; Internet transport and security
technologies; application adapters; and messaging
built on JMS and business protocols such as ebXML
and the RosettaNet RNIF. Web Services is the newest
addition to this mix and promises to continue the
evolution towards lower cost, easier-to-use standards-
based integration tools and interfaces.

A New Platform for Process Redesign

While BPM has a direct impact on the management
and leverage of other software applications, it is not by
nature a departmental or application-specific
phenomenon.  Rather, the top priority for most
organizations
implementing BPM
software today (38%
of respondents) is to
redesign their
processes around the
computing platform
comprised of the
Internet and,
increasingly, Web
Services.  This group
will start with internal
processes, but another
7% of respondents
said they will
concentrate on inter-
enterprise processes
and the enforcement
of their associated
rules.

Other internal
priorities for BPM
deployments are “data-

level application integration” (19% of respondents) and
“rules-based routing of documents” (14% of
respondents).  The former underscores the close
relationship between BPM and Web Services, which
survey respondents also intend to leverage for
enterprise application integration.  The rules- and
event-based routing of documents can also be
delivered as a Web Service, either by a BPM application
or as native functionality within a content management
application.

It is important to contrast the priorities for BPM with
what users are hoping to achieve from it.  In order of
priority, respondents cite first the “automation of
repetitive tasks” for the purpose of “accelerating
process cycle times.”  This benefit was cited more than
any other, as the top priority for a third of
organizations surveyed. Second on the list is “ manage
and monitor the performance of processes and related
tasks and personnel” (25% of respondents). Third, they
seek the ability of business (non-technical) personnel
to change the business rules and logic of enterprise
software.

The Opportunity Ahead

There is ample opportunity for BPM to significantly
effect operations within today’s enterprise.  Of
companies surveyed, very few (only 2.5% of all



©2001  Delphi Group  • Ten Post Office Square, Boston, MA  02109-4603 •  v(617) 247-1511 • www.delphigroup.com
Reproduction authorization required.

4

0 5 10 15 20 25 30 35 40

Short-term BPM 
Purchasing Strategies

We will work with whomever
provides the best combination

of price and service

We will prioritize vendor selection
criteria according to product and

organizational capabilities
(not financial status)

We will select only from
vendors who are publicly traded

We will only purchase from
vendors with a dominant brand

name and recognized leadership

We will only purchase from
 vendors with whom we have

an existing relationship

P
u

rc
h

a
se

 S
tr

a
te

g
y

36%

32%

3%

17%

12%

% of Respondents

respondents) have most or all enterprise processes
codified into a digital form.   Yet what is notable is
that more than half of the companies in the survey
(62%) have currently digitized less than 25% of their
processes. These organizations have much ground to
cover and will look to BPM solutions to redesign and
automate their processes over the next few years.

The vendors which today comprise the BPM market
address needs that are critical for enterprises today.
As the research shows, the market is happening now,
with respondents indicating that a majority of BPM
initiatives will take place within three years. That
means that vendors have a limited timeframe to make
a name for themselves and to prove that they solve
customers’ process problems. Importantly, the
research shows that the BPM market is not shadowing
the application server market—that is, there is not a
case of vendor lockout. While the application server
market is dominated largely by BEA, IBM, and Sun, the
BPM market features many players. Within the market,
smaller enterprises are obviously looking for the best-
price vendor; large enterprises are open to working
with the vendor that offers the best all around deal in
terms of both price and performance.

Spending Patterns

Of the roughly 200 organizations surveyed, a combined
total of approximately $100 million is expected to be
spent on BPM software (independent of all other
software and services) over the next 3 years.  Half of all
respondents plan to spend in excess of $100,000, and
the majority of this group will budget between $100,000
and $500,000. A small minority (5%) envisions
spending more than $5 million on large-scale BPM
efforts, with a larger group (about 17%) planning on
spending between $1 million and $5 million.  These
latter groups represent the furthest along in their BPM
strategies, with more realistic expectations on project
sizes.  Delphi Group expects that successful BPM
initiatives will likely involve at least $1 million dollar
investments for medium-sized enterprises, with larger
enterprises spending in excess of $5 million.
Investment plans of less than $1 million are likely
limited to pilot projects.  Yet with looking just at the
plans in place today, it is not unreasonable to expect
the total market for BPM software to exceed $5 Billion
by 2004.

In their estimates, however, organizations may be
overlooking one key issue -- the
cost of integration. BPM
software is integration-intensive
by nature, touching many
applications and information
repositories. While the delivery
of business processes as Web
Services promises to lower
integration costs, organizations
must be aware of these costs and
plan accordingly when
budgeting for BPM projects,
particularly in the near term.

Software Pricing Models for BPM

Respondents are looking for
alternative pricing models to
replace the price-per-user and
price-per-CPU schemes that
have dominated software
pricing in recent years. Many
(27%) said that the fixed price
development environment
model followed by application
server vendors would be
attractive.  Process design and
maintenance is similar in many
ways to server-based application
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A BPM & Web Services Glossary

BPM (Business Process Management): enables
the design, analysis, optimization, and automation
of business processes. It does this by separating
process logic from the applications that run them;
managing relationships among process
participants; integrating internal and external
process resources; and monitoring process
performance.

Web Services: business assets that can be
shared, combined, used, and reused by
heterogeneous computing resources within an
organization or between firms. Technically, a Web
Service is an XML object comprised of content,
application code, process logic, or any combination
of these, that can be accessed over any TCP/IP
network using the SOAP standard for integration,
the WSDL standard for self-description, and the
UDDI standard for registry and discovery within a
public or private directory.

API (Application Program Interface): the interface by
which an application program accesses an operating
system and other services and applications.

B2Bi (Business-to-Business integration):
automated exchange of information between
different organizations. Typically refers to the
integration of information systems between an
enterprise and its partners, customers, distributors,
suppliers, etc.

CORBA (Common Object Request Broker
Architecture): non-language-dependent integration
technology for distributed applications (allowing the
applications to communicate with each other);
maintained by the Object Management Group
(OMG)

EAI (Enterprise Application Integration): the
unrestricted sharing of data throughout the networked
applications or data sources in an enterprise.

J2EE (Java 2 Platform, Enterprise Edition): a
single-language, multi-platform development
framework for delivering enterprise applications.
The J2EE platform is a collection of related
technology specifications that describe required
APIs and policies.

JCA (J2EE Connector Architecture): defines a way
for enterprise applications to communicate with
Enterprise Information Systems. The main
components are the resource adapter, system
contracts, and the Common Client Interface, or CCI.

development and administration, so this model makes
sense for the current generation of BPM offerings.

The high ranking of service level agreements (24%)
and usage-based subscription fees (18%) suggest that
the Business Service Provider (BSP) model is a viable
one.  BSPs combine application hosting with domain-
specific process knowledge and services. As Web
Services and BPM become more intertwined, the
attractiveness of purchasing combined application and
process services from BSPs based on these pricing
models increases.

Vendor Selection Priorities

The largest group of respondents (36%) will select their
BPM software based on perceived value, defined as the
best possible combination of price and service.  Value
is always an important consideration in the vendor
selection process, but it becomes paramount in difficult
economic times.  The U.S. economy is likely to remain
stalled until mid-2002, yet most respondents said that
they will purchase BPM software during the next year.
This combination of circumstances leads to the high
priority placed on the value of BPM solutions.

Another large group of respondents (32%) said that
they will base their selection of a BPM vendor on the
match between available products and actual business
requirements.  This is the only way to choose best-fit
solutions and should be considered in tandem with the
value offered by the BPM vendor.  Once decision-
makers have narrowed the range of potential vendors
and products to those that meet the process
management needs of their business, then they should
compare price and levels of service to make a final
decision.

Expected Benefits

There is ample opportunity for BPM vendors to deliver
great benefit to their customers. Respondents pointed
to several significant benefits that they hoped BPM
would deliver. First, they want to be able to automate
repetitive tasks (30% of respondents).  Second, they
want the ability to manage and monitor the
performance of processes (25% of respondents). Third,
they want to be able to have business users modify
process logic without the need for IT help (20% of
respondents).

Buying Power Shifts to the Business User

Most organizations recognize that processes are best
designed and executed by the managers responsible for



©2001  Delphi Group  • Ten Post Office Square, Boston, MA  02109-4603 •  v(617) 247-1511 • www.delphigroup.com
Reproduction authorization required.

6

them.  As technology became an increasing better
conduit for process management, process design began
to fall more and more on IT. This led to a disconnect
between business managers and IT employees—a
disconnect that often led to sub-par process
management initiative. Organizations are now looking
to BPM solutions to work with the existing IT
infrastructure (to make IT managers’ lives easier) and
be configurable by business analysts. Over 61% of
respondents indicated that line-of-business managers
are responsible for defining the rules and business
logic involved with BPM; less than 12% indicated that
IT is responsible—companies are starting to “get” it.
The ability to separate the definition and management
of business logic from the design and execution of
enterprise software is one of the critical attributes of
any BPM solution.

Proof that this understanding of BPM is developing:
more than half of the respondents recognized BPM as a
“newly emerging layer of software for building new
process-based applications and leveraging resources of
existing enterprise applications.”  Further evidence that
BPM has begun to stand on its own, only 10% of
respondents view it as a subcategory of the existing
EAI software segment, despite promotion of this notion
by some industry analysts.

Defining the rules and logic of processes is a key aspect
of BPM. It is key in the sense that BPM needs to deliver
on the promise of allowing business analysts to change
process rules/logic without affecting IT integration.
Respondents overwhelmingly indicated that line-of-
business managers or e-business managers are
responsible for defining process rules and business
logic. The vendor opportunity here is to provide these
managers with easy-to-use graphical modeling
solutions. Within a graphical modeler, vendors can
offer boilerplate processes with embedded domain
expertise.

Process Categories

Processes can be viewed from several different angles.
Delphi first looks at process duration—whether the
process is short or long-lived. Next, we look at process
complexity—whether the process is simple and
straightforward or highly complex.

Within Delphi’s view, processes can be grouped into
three categories: process-to-process; person-to-process;
person-to-person. The graph below depicts these
process categories around the axes of process
complexity and process duration. Process complexity

JMS (Java Message Service): an API that supports
messaging between computers in a network. JMS is
a specification that defines the Java language
interface to a messaging service and a means for
exchanging XML-based transactions.

MOM (Message-Oriented  Middleware): generic
message router utilizing asynchronous (one-way)
communication to deliver messages in a format
known to both the client and the server. More
complex than an RPC system, but less complex
than a CORBA/RMI system.

SOAP (Simple Object Access Protocol): a protocol
for exchange of information in a decentralized,
distributed environment. It is an XML-based protocol
that consists of three parts—an envelope that
defines a framework for describing what is in a
message and how to process it; a set of encoding
rules for expressing instances of application-defined
datatypes; and a convention for representing remote
procedure calls and responses. SOAP is a key
standard for delivering Web Services.

TCO (Total Cost of Ownership): calculation
designed to help managers assess both direct and
indirect costs and benefits related to the purchase of
IT components.

UDDI (Universal Description, Discovery, and
Integration): a platform-independent, open
framework for describing services, discovering
businesses, and integrating business services using
the Internet.

VPN (Virtual Private Network): private data network
making use of public telecommunication
infrastructure, maintaining privacy through the use of
tunneling protocols and security procedures.

WSDL (Web Services Definition Language): an
XML format for describing network services as a set
of endpoints operating on messages containing
either document-oriented or procedure-oriented
information.

XML (Extensible Markup Language): a form of self-
describing data that creates common information
formats in order to share both the format and the
data across the Internet, intranets, and other
networks. XML frees Internet content from the
browser, making it available to real applications.
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refers to how complex or simple a process is. A simple
process may involve an application-to-application data
transfer, such as an ERP transaction, while a complex
process may involve several applications and people,
such as a product development process. Process
duration refers to the length of the process from start
to finish. An ERP transaction typically involves simple
data transformation and as such, is a short duration
process. The product development process, on the
other hand, can take months to complete.

The process-to-process category generally falls on the
low end of process complexity and the short end of
process duration. These processes are discrete and
focused on data transformation. The goal is to get
business objects from one application to another; the
challenge is defining the business logic of transforming
those business objects.

Transaction-centric processes are often defined by
person-to-process interactions, such as individual
validation of an automated task or resolution of an
exception to an otherwise scripted process.   For this
reason, transaction-based process management
typically involves repeatable processes with few
variations between instances. It is usually state-based,
involving person-to-process intervention at specific
steps, while the remaining steps are automated (for
example, the credit approval process for loans).

Finally, there is the person-to-person category of
processes. In this type of process, people are connected
for the purpose of collaboration. Collaboration can be
process-driven or knowledge-driven and involve
explicit or tacit knowledge. While resource scheduling

may be more process-driven and based on explicit
knowledge, actual project management is typically
more knowledge-driven and based on tacit knowledge.

A holistic BPM initiative would ideally address all three
process categories, as each serves an appropriate and
necessary role within most organizations. Such a
solution, however, would need to be comprised of a
combination of best-of-breed product offerings as each
of the vendors addressing the BPM market today has
focused on a specific area of functionality.

Approaching the Market

The research clearly shows that organizations
deploying BPM closely associate it with other business
computing initiatives, including EAI, B2B integration,
process automation, process design, process
monitoring and optimization, and Web Services.

Vendors in the marketplace are all approaching BPM
from different points of view. Some approach BPM
from an integration perspective, having previously
specialized in either EAI or B2Bi. Other vendors have
histories in workflow, and thus approach BPM from a
process design and automation slant.

Delphi has identified several different vendor
approaches to the BPM market. Some vendors have
experience managing document-centric or
transaction-centric processes and are building on that
functionality. FileNET and Optika are two such
vendors. Other vendors are coming to BPM from more
of a workflow perspective, having much experience
with the automation of processes. Fujitsu is one such
vendor. Ultimus is a good example of a vendor that
has evolved from more of a manual workflow
background, building on specialized capabilities in
exception handling.

Several vendors come to the BPM market with an
integration background. Sterling Commerce, HP, and
Staffware all take a process-centric approach to
integration, while Peregrine’s approach has evolved
from B2Bi to internal and external process
management and integration. BizFlow is an example
of a product coming to the market from a
collaboration background. Finally, companies like
Fuego and Q-Link have specialized in separating
application logic from process logic and approach the
market that way. Whatever the approach, the end goal
remains the same: to beef up functionality to provide
holistic BPM.
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Respondents indicated several drivers that will play a
significant role in their selections of BPM solutions.
Mentioned most by respondents (23%) was document
or content management; second was EAI solutions
(23% of respondents); third was enterprise applications
(20% of respondents). Other drivers were e-mail
environment, message broker (not related to e-mail),
and transaction processor.

These findings are important in that they point out the
need for BPM solutions to support several types of
processes, each with varying requirements. Processes
may be integration-centric, collaboration-centric, or
transaction-centric. Each of these process types has
individual characteristics with regard to process
duration and process complexity. For example,
transaction-centric processes tend to be long-duration,
high-complexity processes. At the other end of the
spectrum are integration-centric processes, which tend
to be short-duration, low-complexity processes.

Given that enterprises run all of these types of
processes, BPM solutions must become umbrellas for
all of these types of processes—companies must
support processes of all durations and complexity
levels. For the time being, these solutions will likely
come from a combination of best-of-breed vendors.
BPM solutions need to develop capabilities that span
the spectrum from data transformation and case
management to alert notification and exception
handling.

A Look at BPM Software

Each BPM software application is defined by a mix of
several components. Some solutions will have all of the
components, while others will specialize in offering one
or two components. These components—process
design, process monitoring, process operation
(automation and integration), and technology
platforms—will weight heavily in the selection criteria
of BPM for the next few years.

Process Design

The ability for the business analyst to design processes
without needing to have any programming skills is one
of the major promises of BPM solutions. Current
vendor offerings include graphical UIs with drag-and-
drop technology to make process design as intuitive as
possible for the business user. A robust process design
module will support all process assets (i.e. information
and people), sub-processes, parallel processes, creation
of business rules, and exception handling among other
things.

Process Monitoring

It is difficult to overstate the importance of process
monitoring. One of the major goals of BPM is to realize
continuous process improvement. Thus, BPM vendors
are offering more and more capabilities in this area.
Almost all vendors offer at least some sort of
administrative console with metrics and reporting
capabilities. Other vendors specialize in process
monitoring and offer enhanced analysis functionality.
Through reports and analysis, companies can take
steps towards process optimization.

Process Operation

The actual operation, or execution, of a process is what
most people would commonly call first-generation
workflow. Still today, a traditional workflow vendor
may only offer process operation capabilities. More
likely, though, a vendor will build upon its workflow
capabilities and offer a more holistic solution.

There are several important process operation features
that vendors are prominently featuring today. First is
run-time modification of processes. Users need to
know that, if anything goes wrong with their process,
they can quickly make changes while the process is
running and not lose time by starting over from the
beginning.

Second, workload balancing is a necessity. In today’s
hectic business environment, both people and
applications will get overloaded, meaning that the BPM
solution will have to balance the work between all
parties in the most efficient manner.

Third, users are depending on version and change
management from their BPM solutions. This can be for
learning purposes (to review process iterations), legal
purposes (to have a record of every activity), or simply
for contingency purposes (in case a disaster occurs).
Finally, users need a UI into the process, especially for
the completion of manual process tasks. We will look
more at the UI for process participants in the
integration discussion.

There are two aspects of process operation that require
an in-depth look at BPM components in and of
themselves. Both automation and integration are
extremely important pieces of the BPM puzzle. Both
fall under the operation umbrella, yet traditional
workflow does not adequately address both
automation and integration.

Automation
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First-generation workflow is most related to process
automation. The goal of early workflow technologies
was to automate repetitive tasks in order to save people
time. In order to provide automation, vendors offer
functionality such as:

• notification services (i.e. proactive e-mails) to
automate people-intensive processes,

• support for nested processing, where sub-processes
invoke other sub-processes in succession, and

• invocation of services in order to execute processes
regardless of modeling language while persisting
state and data between service calls.

Integration

Connecting all process participants, whether they be
humans or applications, is one of the most important
prerequisites to implementing successful processes. In
the past, organizations have allowed applications to
drive how processes are conducted, regardless of their
effect on the business.

Today’s enterprise is becoming smarter and realizing
the benefits of a process-centric approach. In order to
achieve a process-centric view of the world, a company
must separate application logic from process logic so
that process changes do not require reconfiguration of
integration schemes. Imagine having to reintegrate
every time a process needed to change—nothing would
ever get done. BPM vendors are now focused on
allowing this separation of application logic from
business logic.

 In order to meet the integration needs of consumers,
vendors are either offering functionality themselves or
partnering with EAI-specific vendors. At its core,
integration is simply the connection of people and
information within a process. To connect application
information, vendors use APIs or messaging services.
To connect people (and their inherent knowledge),
vendors use UIs that have the look and feel of e-mail
inboxes to include human users within the process.

Technology Platforms

There are two major technology platforms for BPM
deployment: J2EE and Microsoft-centric. BPM vendors
are choosing one, the other, or both. Some feel that J2EE
is the platform of the future, while others choose
Microsoft because that’s what their existing customer
base demands. Most vendors, though, are aiming for

deployability on both platforms. Delphi’s research
validates this latter strategy, that the notion of a single
platform is still in its infancy and it’s too early to put
all the eggs in one basket.

As previously mentioned, vendors are entering the
BPM market from a variety of different software
segments (EAI, workflow, et al) with each offering
specific experience with the management of different
types of processes. The challenge for all vendors will be
to develop support of all process types. For example,
vendors that focus on EAI today will need to develop
capabilities in managing more complex and longer-
lived processes.

Web Services: A Growing Mandate for BPM

It is difficult to discuss BPM without also discussing
Web Services, nor Web Services without BPM.  As the
impact of Web Services begins to grow within many
organizations, so will the degree of complexity
surrounding this new enterprise computing paradigm.
To fully leverage the advantages offered by Web
Services in the delivery of application resources and
information requires the same type of coordination as
provided by BPM software in the management of
business processes.  It is important to note, however,
that more than half of the survey respondents felt that
process management standards were missing from
current Web Services offerings. This points to a
fundamental relationship between BPM and Web
Services.

Web Services Becoming Clearer in the Near Future

Those following the development of Web Services
closely know that there are about as many definitions
of the term as there are people offering one. Delphi
Group defines a Web Service as an XML object
comprised of content, application code, process logic,
or any combination of these that can be accessed over
any TCP/IP network using the SOAP standard for
integration, the WSDL standard for self-description,
and the UDDI standard for registry and discovery
within a public or private directory.  Expressed in non-
technical terms, Web Services are business assets that
can be shared, combined, used, and reused by
heterogeneous computing resources within an
organization or between firms.  The user may be a
human being or a machine.

There seems to be a bit more confusion surrounding
Web Services than BPM. Asked to define Web Services,
respondents gave answers ranging from “collaborative
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BPM Standards -- BPMI.org

Delphi’s research indicates a strong interest in how
standards will evolve for BPM and Web Services. In
fact, many corporations put initiatives on-hold as
they wait to see how standards play out. Onc
organization that is taking a lead in driving standards
for BPM is BPMI.org (the Business Process
Management Initiative). BPMI.org is a non-profit
corporation whose goal is to empower companies of
all sizes, across all industries, to develop and
operate business processes that span multiple
applications and business partners, behind the
firewall and over the Internet. The Initiative’s mission
is to promote and develop the use of Business
Process Management (BPM) through the
establishment of standards for process design,
deployment, execution, maintenance, and
optimization. BPMI.org develops open
specifications, assists IT vendors with marketing
their implementations, and supports businesses with
using Business Process Management technologies.

The Standards Push

On the back-end, technology integration standards
such as XML Schema, SOAP, and J2EE enable the
convergence of legacy infrastructures toward
process-oriented enterprise computing. On the front-
end, emerging protocols such as ebXML,
RosettaNet, and BizTalk support the process-level
collaboration among business partners. BPMI.org
leverages those converging trends by driving the
development of technologies that help companies to
develop and operate business processes that span
multiple applications and business partners, behind
the firewall and over the Internet.

BPMI.org defines open specifications, such as the
Business Process Modeling Language (BPML),
Business Process Query Language (BPQL), and
Business Process Modeling Notation (BPMN) that
will enable the standards-based management of e-
business processes.

BPMI.org and ebXML are addressing
complementary aspects of e-business process
management. While ebXML provides a standard
way to describe the Public Interface of e-business
processes, BPMI.org provides a standard way to
describe their Private Implementation.

BPMI.org is driving the creation of BPML for the
private implementation part (proprietary to each

business partner) of a process. The Business
Process Modeling Language (BPML) is a meta-
language for the modeling of business processes,
as XML is a meta-language for the modeling of
business data. BPML provides an abstracted
execution model for collaborative & transactional
business processes based on the concept of a
transactional finite-state machine.

BPML considers e-business processes as made of
a common public interface and as many private
implementations as process participants. This
enables the public interface of BPML processes to
be described as ebXML business processes or
RosettaNet Partner Interface Processes,
independently of their private implementations.

In much the same way XML documents are usually
described in a specific XML Schema layered on top
of the eXtensible Markup Language, BPML
processes can be described in a specific business
process modeling language layered on top of the
extensible BPML XML Schema. BPML represents
business processes as the interleaving of control
flow, data flow, and event flow, while adding
orthogonal design capabilities for business rules,
security roles, and transaction contexts.

Defined as a medium for the convergence of
existing applications toward process-oriented
enterprise computing, BPML offers explicit support
for synchronous and asynchronous distributed
transactions, and therefore can be used as an
execution model for embedding existing
applications within e-business processes as
process components.

BPMI.org is driving the creation of BPQL to be a
standard management interface for the deployment
and execution of e-business processes. The
Business Process Query Language (BPQL) is a
management interface to a business process
management infrastructure that includes a process
execution facility (Process Server) and a process
deployment facility (Process Repository).

BPMN will be a notation for the development of
BPML processes at the business level. Where
BPML is used to carry process semantics among
computer systems and software applications,
BPMN will assist the communication of business
processes among business and technical users,
working to bridge the gap that exists today.
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commerce enabler” (75% of respondents) to “Internet
business model” (57% of respondents) to “Web site
development environment” (42% of respondents) and
“software development paradigm” (42% of
respondents). As more businesses experiment with Web
Services, they will begin to better understand the
specific applications of this computing model and,
undoubtedly, discover new ones.

It is important to understand the underlying standards
that go along with Web Services.  While nearly one-
quarter of respondents were unfamiliar with the Simple
Object Access Protocol (SOAP), the majority correctly
indicated that it is a standard interface that allows
applications to integrate with one another.  Very few
respondents (3.2%) confused SOAP with the Universal
Description, Discovery, and Invocation specification
(UDDI), but a significant number (15.9%) incorrectly
defined it as a means to describe a Web service, which
is the function of the WSDL standard.

These levels of unfamiliarity and misunderstanding are
natural for a technology that is just beginning its first
wave of adoption.  Web Services are largely conceptual
for many potential users and much education will be
needed to correct misconceptions that have been
formed already.

Respondents do recognize XML, SOAP, JCA, UDDI, and
WSDL as having large roles in Web
Services strategies. XML is clearly the
foundational technology upon which
Web Services will rest.  The standard
was nearly a unanimous choice,
indicating that it is a “must have”
component of Web Services. The
majority (53%) of organizations
taking part in the survey have begun
to enable their applications to
leverage information represented in
XML. Respondents also seem to grasp
the importance of SOAP—70%
indicated that they have either already
begun to enable business applications
with SOAP interfaces or they will do
so within the next 12 months.

The Infrastructure of Web Services

Organizations are taking varied
approaches to the uncertain
infrastructure requirements. Many
organizations, 41% of respondents,

are creating a mixed (J2EE and Microsoft-compliant)
environment for deployment. This is compared to 36%
of organizations that have committed to a Microsoft-
centric environment and 16% who have committed to
Unix and J2EE.

Whether they are clearly understood or not, Web
Services are here to stay—only 25% of survey
respondents have no plans to implement Web Services.
Importantly, 39% of respondents plan to implement
Web Services within the project area of BPM,
solidifying the relationship between the two. Other
project implementation areas for Web Services include
enterprise portals (53% of respondents), content
management (37% of respondents), EAI (39% of
respondents), CRM (29% of respondents), and e-
Commerce (39% of respondents).

State of Web Services Deployments

Many organizations (34% of respondents) are not sure
of when they will begin using Web Services for
distributed processing of large computational tasks.
For those that do know, the timeframe is quick,
typically by 2003 these companies will be utilizing Web
Services for distributed processing.

Where Web Services Fits

Organizations are also beginning to think about where
Web Services fit within their organization. While there



©2001  Delphi Group  • Ten Post Office Square, Boston, MA  02109-4603 •  v(617) 247-1511 • www.delphigroup.com
Reproduction authorization required.

12

is no one clear department or initiative with which
Web Services fit, the most popular were: enterprise
portals (21% of respondents); BPM (15% of
respondents); and EAI (15% of respondents). It is clear
from these responses that companies are looking for
EAI to deliver information, whether in a portal, in the
context of a process, or between applications.

Web Services are widely viewed as a means to extend
existing investments in information repositories,
applications, and business processes.  Therefore, we
can make some assumptions about where Web Services
will be applied first, based on what organizations have
in place that may be shared internally and externally.

Over two-thirds of respondents (70%) have a business
portal project underway.  It makes sense that these
organizations will use Web Services to integrate
information, applications, and processes into these
portals, rather than building hard-wired portlets that
must be recoded each time an application or process
changes.  Additionally, portal deployments are reaching
more frequently across the firewall.  As this trend
continues, the business portal will become the place
where individuals build, publish, access, and use Web
Services.

The concept of dynamic object integration is not new
to many individuals managing unstructured enterprise
content.  Most content management applications are
adept at creating virtual documents on the fly by
assembling disparate content chunks into a single
framework.  Web Services provide a standards-based
means to broadcast, aggregate, and use content, which
will replace the proprietary methods currently used by
most content management vendors.

Nearly half of the survey respondents have a Business
Process Management (BPM) project underway in their
organization.  Process integration is the next focal
point for those companies that have successfully
integrated content and applications in their computing
environment (often through a business portal.)  As
more organizations codify and modify their internal
processes and those shared with external value chain
members, they will use Web Services to integrate those
processes with content and applications, providing best
practice business context to the information used by
their knowledge workers.

Integration Drives Early Evolution of Web Services

Survey respondents indicate that early Web Services
initiatives will revolve around a select few areas.

Application integration, whether inside one corporate
location or across several locations via VPN, will be an
early driver of Web Services initiatives. In fact,
respondents see cost-effective integration of internal
applications as the primary benefit to be derived from
Web Services. Once companies are comfortable with
the results of those initiatives, they will likely move on
to exposing APIs and services to business partners
over the Web and subscribing to commercially
available Web Services.

Impediments to Web Services

Of course, there will be obstacles as companies begin to
test the Web Services waters. Currently, respondents felt
that there are several features missing from Web
Services offerings. Process management standards,
distributed authentication (between Web Services and
business objects), quality of service metrics and
monitoring, non-repudiation (transactional integrity
and delivery guarantees), and the ability to syndicate
more than data and content are chief among the
features that users would like to see in a more holistic
Web Services offering.

In addition to missing features, respondents site other
obstacles to Web Services implementations. Multiple
standards can get in the way as IT managers decide to
wait to see how standards play out. Many enterprises
are also cautious because of a lack of experience in
building services-oriented architectures. Some are
worried about the effect on corporate culture. And,
many simply don’t see a business case for Web Services.

Web Services Press On

Despite the lack of a coherent definition of Web
Services, organizations are taking greenfield
approaches to implementation, choosing to use
internal resources to deploy Web Services (77% of
respondents) over using business partners with greater
experience (36% of respondents). They are doing this
despite 19% of them seeing lack of experience in
building services-oriented architecture as being the
largest obstacle to the implementation of Web Services.
Other perceived obstacles to Web Services
implementations include multiple standards
implementation methods (18% of respondents), lack of
a business case (15% of respondents), and the change
required in organizational culture (18% of
respondents).

The lack of understanding of Web Services is not a
deterrent to implementation initiatives. Predictably,
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organizations are taking different approaches to
accounting for Web Services. One-third of companies
see Web Services as being a cost center within their
organization, one-third see Web Services as being a
profit center, and the final third are cost-neutral at
this point.

As they press on with Web Services initiatives,
companies will use a variety of metrics to measure the
success of their implementations. Organizations will be
looking at how a Web Services architecture helps them
with utilization of existing infrastructure and software
assets (43% of respondents), use internal development
resources (38% of respondents), deployment time (40%
of respondents), initial deployment costs (25% of
respondents), and ability to lower TCO (18% of
respondents).

Organizations Are Thinking Small Dollars—For Now

The largest group of respondents (23%) expects to
spend less than $100,000 on Web Services projects
within the next three years, and the next largest group
(18%) anticipates spending less than $250,000 during
the same time period.  Spending is generally
proportional to the size of an IT project, so one must
assume that these groups envision starting with small
Web Services initiatives.  However, one of the promises
of Web Services is the extension of existing IT assets as
opposed to wholesale replacement of systems. In many
instances, deploying Web Services will not force new
investments in hardware or applications and will
require only limited spending on XML and SOAP coding.

IT history teaches us that most projects come in over
budget, often because not all the costs were identified
and planned for up front. In the case of Web Services
development and deployment, it is easy to overlook
necessary initial expenditures such as developer
training and third-party architectural services, as well
as recurring costs, such as maintenance of Web
Services components.  Many firms will find that their
original projections for Web Services spending were
overly optimistic or simply ill informed.

Pricing of Web Services

As the market evolves, vendors will learn where their
services fit and how they play into the market. What is
clear now is that companies do not want to pay
outrageous per-CPU or per-user prices for Web
Services solutions, which is the same way they feel
about BPM solutions. Most enterprises would prefer to
pay either a fixed price, pay based on service level, or

pay on a subscription basis. This pricing demand
shows that organizations are taking a pay for play
approach to Web Services. Because companies are now
experienced when it comes to buying technology, they
know they have the right to make sure it performs the
way it should. This is an important consideration for
vendors as they approach the market.

Summary

The research certainly points to an exciting few years
ahead in relation to both BPM and Web Services. BPM
vendors are well-positioned to ride the wave of Web
Services as the evolution of that market occurs. Web
Services will not replace BPM functionality; rather,
Web Services will enhance the ability of BPM vendors
to deliver real value to their customers.

Delphi  has the unique perspective of working with
both end users of these technologies as well as
vendors. The evolution of BPM and Web Services is of
particular interest to us because of the potential for
these technologies to solve real business problems for
end users.

BizFlow: BPM Summary Report

Overview

BizFlow version 7 is a new entrant in the US BPM
marketplace.  It approaches this market from a
collaborative standpoint with the intent being to
deliver a Complete Process Advantage. BizFlow is a set
of web-enabled collaborative tools (such as its XML
interactive Form and SOAP, WSDL, XML & XSL-
supported BizCove technology) driven by a scalable
business process engine. BizFlow has been positioned
to deliver services that span areas from Web Services
to legacy system integration. At its core, BizFlow has a
business process engine that provides enterprises with
process modeling, simulation, automation, monitoring,
and re-engineering capabilities. The newest version of
BizFlow adds its own SOAP broker, Portal Ready UI,
PKI and EDMS integration, Packaged Applications, MS
Project integration, and multiple EAI & B2Bi adaptors.

BizFlow has been used by a blend of enterprises and
governments to meet both strategic and tactical goals.
Enterprises have used BizFlow’s automation and
streamlining capabilities to achieve Six Sigma results,
reduced process life cycles, and competitive
advantages. Governments have leveraged its PKI
(public key infrastructure), ad hoc routing, monitoring,
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and built-in Form capabilities to meet GPEA objectives
and reductions in administrative costs.

Potential support of evolving Web Services
requirements in an integrated enterprise environment
is possible with BizFlow 7. By leveraging its SOAP
broker, BizCove technology (WSDL, XML, and XSL)
along with its other integration capabilities (such as
EDMS, MS Project, and future integration with
Collaboration tools like Instant Messenger), BizFlow
will be positioned to unify content, people, services,
and systems.

HandySoft Corporation, a global software company,
brings over 10 years of industry experience to the US
BPM market, with installations at over 380 sites and
more than 2.5 million users. HandySoft is currently
publicly traded on the Korean Stock Exchange with a
market cap of over $200 million (USD). HandySoft has
brought its BizFlow product to the US with
deployments in government and commercial markets,
such as the National Institute of Standards &
Technology (NIST) and Johnson & Johnson. HandySoft
is ISO 9001 certified and has experience delivering
collaborative and business process management
solutions to commercial and government customers
throughout the world.

Process Modeling

HandySoft’s Process Designer and Form Designer
provide a Graphical User Interface for process and
application development. This provides an intuitive
method for business and technical users alike to
program their workflows. The Process Designer
utilizes a point-and-click interfaces to make things as
simple as possible for users.

As the workflow is being developed it can be tested for
completeness with the use of a process verifier. This
allows the user to isolate any missing components
before full simulation. The process can then be tested
in a full simulation. HandySoft’s software can be set up
in a development, or protected, environment that
allows for simulation and testing of the workflow
processes before they are released into production.

BizFlow also integrates to Microsoft Project. Through
an import function within the BizFlow Process
Designer, standard Microsoft Project plans can be
converted into an automated process. Through this
type of project plan automation, organizations can
visually monitor their projects and commitments
through automatic auditing.

HandySoft provides templates so that companies can
quickly deploy common processes. Currently, there are
approximately 30 templates available, for such
functions as employee evaluation and 401K setups.

Process Monitoring

One of BizFlow’s features is its Audit Trail Monitor,
which provides a graphical and/or tabular depiction of
the workflow process to show the status of the
workflow at any point, including the minute details
(drilling down even to versioned EDMS documents
from multiple EDMS systems at the same time) about
processes. The Audit Trail monitor can tell a user who
is responsible for the next step in the process, what the
event in question is, when a deadline is, and where a
process is within its lifecycle.

BizFlow also provides audited, packaged reports to
measure the efficiency of processes. There are currently
8 reports included out-of-the-box. A report wizards
guides the user through the creation of these reports.
Additionally, other reports can be custom-created as
needed.

Process Operation Capabilities

BizFlow provides its own workflow engine to route,
monitor, escalate, and audit workflow. BizFlow’s engine
not only routes work and content, but also facilitates
collaboration, activity tracking, and information
management within the process.

BizFlow includes a form designer that converts any
form or document to an electronic format. It can link
forms to one or more relational databases through
either Open Database Connectivity (ODBC) or ActiveX
Data Objects (ADO) to pull data or write data to/from
the database. The form designer also has XML mapping
capabilities for PKI integration and legacy system
mapping. BizFlow’s built-in developer makes it simple
to design customized applications or link to and
interface with other applications and legacy systems.
The form designer allows the addition of business rules
to forms using VBScript.

BizFlow includes integral log-on security, and
incorporates user IDs and passwords set by the system
administrator. It offers the option to make passwords
required for any workflow activity according to
business rules that the organization defines. BizFlow
also incorporates an organization’s roles and privileges
that may be assigned to users, as determined by
business rules. Roles determine what users can and
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cannot do with regard to various workflow activities.
BizFlow also provides for three levels of users (user,
manager, and administrator) with different levels of
access for each, depending on role.

If there are documents that exist outside of the process,
they can be brought into the process as attachments.
For example, a user can attach a Word document to the
process and have it automatically entered into the
document management system.

BizFlow can scale in both a local as well as a global
operational environment. BizFlow supports clusters of
Web and BizFlow servers with one database server and/
or collaboration between multiple clusters with
separate database servers (which can be globally
dispersed). This capability, in conjunction with the
support of both MS & UNIX platforms, allows
customers flexibility in deploying and scaling up their
BPM operations.

Automation

For processes that necessitate much human
intervention and action, BizFlow provides a “My Work”
folder to each user. This folder acts as an electronic
inbox of work-items that the user needs to complete.
When tasks are assigned to a particular user they are
automatically routed to the user’s folder. Priority tasks
are color-coded and listed first in the work-list.

BizFlow supports two types of alerts. The first is a
“Built-in notify” alert, which sends an alert through
BizFlow notification while BizFlow is open on the
desktop. If BizFlow is not actively open, the alert can be
delivered via e-mail.

Integration

HandySoft offers support for the latest version of SOAP
with the enterprise edition of BizFlow. With the
common layer interface that HandySoft’s SOAP broker
component provides, BizFlow’s workflow can deliver
the combination of workflow with EAI and B2Bi
capabilities. Thus, an organization will have the
capability to integrate with compatible internal legacy
systems and data, as well as share information with
systems external to the organization.

HandySoft has built an adapter to Microsoft’s BizTalk
for BizFlow. This offering provides users another
means of access to collaboration with external business
partners and clients. Microsoft BizTalk allows the
integration of business processes that span

departments, enterprises and applications, so that
businesses can enhance relationships with their
business partners by exchanging documents, data and
processes electronically, and tracking and analyzing
the information in these transactions. The
incorporation of BizTalk aims to complement the
functionality within HandySoft.

A partial list of BizFlow's built-in integration
capabilities are:  MS & IBM Message Queue; Java, COM
& C++ APIs; MS Project; Portal Ready; wireless devices
(through XML & XSL technologies); LDAP; and EDMS
(including Documentum & Hummingbird).

Technology Platforms

HandySoft’s strategy is to maintain depoyability in
either a J2EE or Microsoft-centric environment.

BizFlow User or Administrator

• Platform: Windows Family (Windows 98, ME, NT,
2000)

• Browser: Netscape 4.72 or Internet Explorer 5.0 or
higher

Web Server

• Platform: Windows NT 4.0, Windows 2000 Server,
IBM AIX, Sun Solaris, HP-UX

• Apache, Microsoft IIS, Jakarta Tomcat, BEA WebLogic
BizFlow Server

• Platform: Windows NT 4.0, Windows 2000 Server,
IBM AIX, Sun Solaris, HP-UX

Database Server

• Platform: Windows NT 4.0, Windows 2000 Server,
IBM AIX, Sun Solaris, HP-UX

• Database: Oracle 8.0.4, MS SQL Server 7.0 or MS SQL
2000

Standards Participation

HandySoft actively participates in both the WfMC and
BPMI.org.

Case Study

Nong Shim, a food products company established in
1965, has 5,150 employees across Korea, U.S.A, Japan,
and China.  There are five factories in Korea and three
factories in China, as well as one hundred sales and
logistics offices across the world. Realizing that their
many employees at diverse office locations needed a
way to communicate and automate their business
processes, they installed BizFlow. The goal of the
BizFlow implementation was to improve the
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collaborative work process and to increase productivity in the area of new
product development, claims management, and KOLAS (Korea Laboratory
Accreditation Scheme).

Since the deployment of BizFlow, Nong Shim has seen several competitive
advantages emerge. First, it has been able to develop new products faster than the
competition and maintain higher quality levels. More efficient and effective
product delivery has led to increased customer satisfaction and thus, increased
market share. In fact, Nong Shim’s market share has increased almost two full
percentage points in the three years that BizFlow has been operational.

Nong Shim first established an enterprise information strategy plan to achieve
management’s goal of an “extended enterprise.” NICE (New Nong Shim thru
Innovation & Customer Satisfaction by Easy Information System) is the strategic
information system built upon the umbrella of innovation and customer
satisfaction using a workflow system.

The company realized it needed an integrated, centralized system based on
functions such as product development, operations, manufacturing, and logistics
to improve its work process and increase productivity. The BizFlow product was
brought in to do just that. This system has been applied to new product
developments and claims management. Additionally, the workflow system has
been extended to KOLAS which is an official recognition from the Korean
government given to research facilities with international standards.

With BizFlow, Nong Shim has been able to streamline and automate the new
product development process, which includes such functions as product
adjustments, package design, and manufacturing/preparing of permitted
materials. Nong Shim can now monitor the process to evaluate efficiency. In
addition, the company was able to create a collaborative system that shares and
distributes information between the three subsidiaries that work together, not to
mention the in-house departments such as operations planning, manufacturing
planning, product planning, product development, package development, quality
assurance, manufacturing technology, and materials development.

Nong Shim also uses BizFlow for its claims management process. With the
BizFlow product in place, feedback and processing time for quality management
across five factories and dozens of operations branches has been shortened.
Additionally, the company was able to remove redundant electronic documents
creating a paperless office.

The company saw both quantitative and qualitative outcomes from the BizFlow
implementation. From a quantitative perspective, Nong Shim has been able to
shorten work processes through efficiency increases and elimination of
redundancies between departments,  and reduce the cost of paper distribution
through the digitization of much information. From a qualitative standpoint,
Nong Shim has been able to begin preparation of work standards (document
format, business rules, etc.), set up the basic information to keep track of process
history, and prepare the infrastructure for connecting all divisions for process
interconnection.


