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This paper describes the risks, challenges andomés associated with the
adaptive approach to business process change gmdviement within an organiza-
tion. The article focuses on aspects related tpating the company’s business op-
erations (business processes) with information nelclyy tools. This article ex-
plains that it is necessary to use Adaptive Caseagament (ACM) systems instead
of existing Business Process Management (BPM) isolsitdue to the fact that the
latter are demonstrably inadequate in comparisotihnéomore recent adaptive pro-
cess management concept. The paper addressesatlemgbs and risks involved in
business process optimization. The author argusEsAGM is a better tool or ap-
proach for adaptive business process improvemie & significantly reduces the
risk inherent in business process improvement. Céise studies provided in the pa-
per serve to support this thesis.
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1. Introduction

Faced with recession and a fast-changing busimeadisyrthat demands adap-
tation and optimization of its business operatiars,organization must embrace
continuous optimization of its business procesmesrder to compete in the mar-
ketplace. Market dynamics indicate that a compapyt&esses must increasingly
evolve and change over time. However, addressisgatiea with IT support in the



form of BPM systems entails a substantial riskcsisuch systems cannot effec-
tively support fast changing processes that requdreplex decision making.

A typical approach to business process manageragiat dptimize business
operations by automating work, with a strong foongprocess centralization. Data
is fed into and generated by every process. More@wery process defined in the
BPM (Business Process Management) system is designachieve a repeatable
goal through a sequence of specific steps perforimede right order. A partici-
pant in the process can only access a portionamess data as relevant to the spe-
cific process step in which he or she takes part.

Enterprise Business Process Management systems itradssible to define
and manage the exchange of information within thgany by using business
process semantics. Process execution involvesugaparties, including employ-
ees, customers and business partners, and relidssystems and databases. BPM
systems are IT tools that provide managers withathiéity to monitor business
process execution in order to better understand pracesses and modify them to
achieve better outcomes. The BPM standard enabiapanies to gain insight into
their internal business procedures by using graplmotation to optimize commu-
nication processes. Graphical notation also makeasdier to understand and im-
prove collaboration and business transactions letwarganizations. It enables
companies to gain a mutual understanding of theérations and the individuals
involved in such operations, making it possibleattapt to both new internal cir-
cumstances and changes in the external businessranent.

However, with the classic BPM approach, the riskoamted with adaptive
business process improvement increases. Therelanger that if one cannot de-
termine what the process involves and how it imgaoo change (e.g. in response to
changes in stock market situation, stock prices, material prices etc.) at the be-
ginning of the process using the BPM model, thenpiocess will not be optimal
due to its limitations (i.e. its static, specifizdarepetitive character).

Risk also increases due to the fact that the exggeasd time required to cre-
ate or re-engineer the process definition cannotes@mated unambiguously.
In order to mitigate these risks, this article pegs an adaptive approach to busi-
ness case management.

In contrast to the classic BPM approach, procedséised using Adaptive
Case Management tools are dynamic. Unlike BPM'dliticmal processes de-
scribed using BPMN, such processes are not firdlizil they are actually exe-
cuted. In order to make it easier to manage presesfiose flow cannot be pre-
dicted due to high complexity and a large nhumbedexdision-making considera-
tions, organizations increasingly choose an adappirocess management (case
management) system. Literature refers to this ambraas Adaptive Case Man-
agement [1] or Dynamic Case Management.
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This solution helps manage difficult, unstructupgdcesses, which have an
unpredictable flow (and are, in most cases, thet mgsensive and complex ones),
making it possible to improve such business praxseadaptively.

The author of this paper stresses the fact thathibpsing to use a BPM tool
to support adaptive business process managementuos the risk of losing the
valuable experience possessed by the knowledgeew@sho has a more efficient
tool to support his work).

The paper also explains and structures certainegga@ertaining to the im-
plementation of adaptive business process manadesystems by using actual
market examples. This paper attempts to explainrtbst important aspects of the
implementation of adaptive business case managesystems in terms of both
methodology and real use cases.

2. Business Process Management — state of the art

Business processes and the associated decisioke\ate the operation of
any organization. They set the pace of the compabysiness and determine its
competitiveness. The way the company managesdtedi work and information
along process paths has substantial impact onpibeds flexibility and quality of
its decision-making processes. This is why impletingna platform that supports
business process management should become aypriorit

According to definitions quoted by G. Lee and B.[&le [2], business pro-
cess management means:

e a structured approach to the analysis and contsumyprovement of core
activities, such as manufacturing, marketing, comication and other key
aspects of a company’s operations;

e a systematic, structured approach to analyze, imeproontrol and manage
business processes with the aim of improving thaityuof products and ser-
vices (P. Elzinga, W. Horak, J. Chung-Yee) [3];

e creating and improving a synergistic set of hortabprocesses that cross the
boundaries between functional units both within ¢tnganization and outside
its hierarchical organizational structure, intendedyenerate value for recipi-
ents (while cross-functional process teams angoresble for implementation,
policy goals and guidelines as well as operatignadlance are still cascaded
down from the top levels of the hierarchy).

Companiesften believe that they can solve most busineskl@nas in the area of

process management simply by implementing a BPMesysThis line of thinking,

however, entails two risks, which can be fatalrtg a@ompany:

e Operational innovation may be reduced due to i&tns imposed by business
procedures or processes. Generally, there are wwoatty reinforcing factors
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that stifle innovation: delays caused by the buceatic processing of changes
under approved process maps, and constraintsethat from the beliefs of de-
cision makers (who typically have no direct expestar how the work is actu-
ally performed).

* The processes being executed may become “averagdt& models.

Unfortunately, with the ever-increasing pace ofrges in technology and the rules
of market competition, the above risks will be eggicker to negate the benefits
of implementing a traditional BPM model. In timerecession and crisis, when
competition becomes fierce, enterprises already flae challenge of adapting key
business processes to individual customers’ reopgings, correlating them with
stock market performance etc.

At the same time, a business process used for deampleliver a construc-
tion project or process a loan application musekecuted differently depending
on the type of the project and the requirements pérticular customer. Since it is
impossible to predict and model all types of prtgeend customer requirements,
there must be an option to adapt the business ggatgnamically to the unique
needs of a particular execution. In this case, gg®enanagement may not be lim-
ited to routine, repetitive execution of the samacpss, no matter how well opti-
mized. The risk associated with this approach isrenand more often, the reason
why customers choose to invest in ACM systems. \Wighpersonalization of cus-
tomers’ requirements, it also becomes necessarydtmmize the company’s busi-
ness processes. The advantage smaller businessesvex their larger counter-
parts (even big multinationals) in terms of inndmatand adaptability clearly
demonstrates that the key to success is no lomgeptimum business process, but
rather the ability to skillfully and dynamically sign business processes depending
on customer demands. Large companies that spemthen® amounts of money
on implementing new management methods and congdidd systems are una-
ble to achieve the operational flexibility inherémtsmaller, family-run businesses,
and their business process optimization efforteapmsed to major risks.

In most cases, these risks involve the increasirsg af adapting static work-
flows run in BPM systems to the fast changing bessnrequirements. In addition
to the visible increase in expenditure, the timeptoduce the final deliverable
(e.g. response to loan application, correct evanaif a customer’s case etc.) also
becomes longer, which may significantly undermingtomer confidence and
cause further financial losses.

The current approach to preventing and reducingtimsequences of poten-
tial risks relies on a set of activities referredas risk management. As a result of
these activities, the probability of adverse evesatseduced (preventive action),
and appropriate measures and specific correctipeoaphes are prepared in order
to reduce the adverse effect of events that ocaartd the materialization of the
previously identified risks (risk management tegues). Risk management is a
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management technique that rationalizes decisiorifrgakinder conditions of un-

certainty (which, with respect to the area discdssehis paper, involves business
process optimization). This approach is considéoebde the most effective when
operating under conditions of uncertainty (assediator example, with supporting
adaptive or time-variable processes), since iwal@arious types of security fea-
tures to be reduced, thus improving the cost-beradfo.

The risk associated with business process improreoa be reduced signif-
icantly by using a methodology referred to as Ad@pCase Management (ACM).
An enterprise managed according to the ACM conmepttricably combines day-
to-day ability to create and validate innovatiomsaowide basis with its core busi-
ness. By allowing process operators to change fireicesses dynamically, the
entire enterprise management system becomes opaedbtve initiatives from a
broad community of workers. At the same time, themo risk of chaos that would
result from uncontrolled changes to operationahgiples. Additionally, with the
ability to trace the effect of changes, it is pbksito enhance the organization’'s
collective knowledge base by adding informationiasvhich practices and solu-
tions deliver the best and the worst results. Tisns real, day-to-day business
process improvement and adaptation on the basis\amfiledge possessed by a
broad community of workers and validated by theauer. With the introduction
of the ACM concept, a new definition also appeaiediescribe the workers in-
volved in the processes. As opposed to traditigmatess participants, the new
type of worker is referred to as a “knowledge woirk@rofessor Van Der Aalst
describes the difference in definition betweentilie types using the “blind sur-
geon” metaphor [4]. The traditional process apphnoawly gives the participant a
partial view of the complete process, restrictethst cases to the specific process
step as part of which the participant is expeateshdke a business decision.

Knowledge worker has full access to informationaogiven case or process.
Knowledge workers are a new category of profes$sowhose primary responsi-
bility is to use and exchange knowledge producyivel

Due to the requirement to perform activities at plaee expected by the cus-
tomer, and considering the sheer number of prosdhse run in parallel, the own-
er of a process executed using the traditional BRtdlel is unable to analyze,
decide on, and modify the process as it is beimfppraed. With ACM, this burden
is shifted onto knowledge workers. Depending orirthesigned authority, these
workers (and not just process leaders as was #eeiodhe past) need to be able to
make on-the-spot changes to the process being texiecu

In a standard BPM system, the workers who perfomgivan process are ex-
pected to follow an algorithm created according tstandard BPMN process map
and designed according to the company’s currentinesviedge. In real life, there
are no two identical sets of conditions for thecesi®n of a process (e.g. two iden-
tical consulting or investment projects), so it mnbe possible for operators to
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adapt the standard processes dynamically dependimgtual operational require-

ments. The traditional process improvement cycleretprocess leaders model the
processes, monitor their execution, draw conclissiand then use the resulting
knowledge to make the processes better is too slogv generally inadequate.

In addition, with conflicting customer (investonjpectations, it may prove impos-

sible to design a “universal” process that is ataiap to all customers currently

supported by the company.

A compelling argument in favor of the modern ACMpagach is the ability to
engineer processes whose structure is not knowngltine initial phase of the
project. This approach significantly reduces projggk and helps mitigate busi-
ness risks associated with business process optiotizand adaptation.

Examples may include court cases and medical recéiol such processes,
participants must be able to modify existing orateenew tasks in the process dy-
namically, and it is these process participants tha term “knowledge worker”
applies to.

3. Examples of business process adaptation risk ngation by using ACM

3.1. Vehicle insurance claims

By using a case management system, details ofldim and the applicant
can be linked to the appropriate documentationhihatbeen submitted. A business
analyst can quickly make any required changesdawéfhicle insurance claim solu-
tion. By configuring the solution with the ACM segs, it is possible to reduce the
risk of incorrect (e.g. incomplete) claim procegsin

The challenge

Vehicle insurance claims may involve input docuraéoh and supporting
documentation from multiple sources, such as th@igmt's claim, documents
provided by the garage, police reports, and doctsrieom other official sources
of information regarding the value of the vehicleti@affic conditions. Moreover,
various analyses are often required in order tduat@ and enter additional infor-
mation in the insurance claim for the durationhe process. Complete documenta-
tion and all information associated with the claimast be easily accessible so that
adjusters can properly assess and resolve theimseicase.

There may be significant differences between variclaims. With such
diversity, it may be necessary for case managerstiate any processes that allow
incorporating new roles and changing task executi@mthod and timing as the
claim is routed across various areas of the orgéiniz. Executing the above sce-
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nario in a traditional BPM system would entail tigk of delays, or even a failure
to handle the case properly.

The solution

A business analyst at an insurance company workesproving the process
used for handling vehicle insurance claims. Heher areates roles for each step of
the claim process and assigns privileges to thelss to accommodate groups of
employees who execute tasks at each stage ofdbegs.

The solution combines the following items:

» properties of the claim, such as policy number @etdils of the accident;

* roles, such as claim adjuster and assessor;

* types of cases, such as general claims, claimsvingobodily injury or total
loss claims.

When using traditional solutions based on a preeddfworkflow process map, the
risk involved in handling dynamic cases or adaptp@cesses is enormous.
In order to manage the risk, an adaptive approadhusiness case management
should be adopted. This makes it possible to chavlge quickly, and to process
or add tasks as necessary.

Due to the flexibility of the case management systease managers can
solve problems much more quickly and effectivelyd austomers bring their claim
cases to completion much more easily. The above stgly uses the insurance
sector as an example to demonstrate how the ACMoapp reduces the risk in-
volved in supporting dynamic business processes.

3.2. Financial services: credit card payment dispesolution

Adaptive Case Management can provide card issugtsbaith a case man-
agement solution to help resolve credit card despuACM delivers a broad view
of each case to the case managers, improves piatyand reduces the risk of
errors being made as the case is being processed.

The challenge

Banks that issue credit cards have observed disemti increase in the num-
ber of cases that involve disputes. Furthermomgulagory changes and increased
pressure to improve customer satisfaction forcekddo resolve each case in the
most efficient manner possible. This means thakd&areed a solution that will
enable them to process any incoming dispute antleldwith the least possible
risk of error) whether to submit the dispute toaatigular credit card operator in
order to issue a chargeback.
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Credit card companies have strict requirements exoireg case submission,
and the bank’s solution must provide the operatith wccurate and relevant in-
formation that allows efficient processing.

The solution

A business analyst at the bank verifies the crestid operator’s requirements
for dispute processing. He or she determines tpe of information required by
the company in order to process a dispute. Theysinlen uses Adaptive Case
Management tools to quickly design and create atisol that will enable the
bank’s staff to capture all information required the case and include additional
records and documents. As in the first example, ASignificantly reduces the risk
involved in working with dynamic and optimized busss processes.

3.3. Banking sector: customer case management

Bank institution treats each customer as a unigisinbss case and needed a
system that would be able to support that philogopixisting technology did not
provide any means to monitor the progress of exgstiient cases or corresponding
business processes and did not promote the rewggplications to increase time to
value. Attracting new clients was a key objectifehe bank and due to economic
constraints, needed to be accomplished with exgissiaff. Improved customer
interactions were an important aspect to meet ta of growth, but existing sys-
tems did not foster timely or substantial custosewice. Spar Nord needed a sys-
tem to maximize effectiveness, improve competitesss overall performance and
customer satisfaction.

The challenge

Bank recognized that an adaptive case managenmategst would best meet
its needs moving forward. The IBM team created #iath enterprise-wide case
infrastructure built on IBM Case Manager V5.1 sa@fter The service-oriented
architecture approach will automate existing pdpmr between business cases
and centrally integrate systems between the frodtbeack offices for better effec-
tiveness.

The Solution

Bank has gained a new solution that acts as ampeistewide solution to
standardize processes and maximize effectivenegmnéing client base by add-
ing 10,000 new customers utilizing only alreadysérg staff is now possible and
personalized customer interactions are expectednprove 45 to 55 percent.
The Case Manager software helps provide a 360 éetges of all data - customer,
accounts, line of business case systems and nard automates the existing pa-
per flow. The Bank can now truly treat each cliasta unique business case —
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monitoring the progress of each case from initigblization to closed loan. The
Bank has gained an integrated system for enterpiite improvements, boosting
customer satisfaction and streamlining processegslea the front and back office.

3.4. Life and Health insurance: disability claingstem

Large Canadian Insurer recognized the need to es#ateral systems associ-
ated with disability claim work processes to remiaighly competitive in the mar-
ketplace. In order to meet the growing demands ustaners and prospects.
The company realized it needed to provide excepli@ustomer service while
increasing service speed and productivity to ireeeaarket share.

The challenge

The Insurer recognized a unique mix of domain kralge and specialized

expertise were required to achieve the desiredegsochanges and successfully
transforming mission-critical processes. Using eahtand process automation
technologies transformed operations with the ldesstiption of current operations.
Subsequent phases will replace current unsupptetdshologies with a case man-
agement and rules-based, out-of-the-box solution.
Customer decided to strategically focus its effamsintegrating an all-inclusive
new process and content solution to its existimg lof business applications.
The ACM software takes the scanned data, setsagmimg claims using work-
flows and arranges next steps. The Case Managevasefacts as a highly func-
tioning case management system, organizing andativlfy all pertinent data that
helps customer work more efficiently across allgesses.

The ACM platform, integrates all the underlyingte@dre, acts as a solution
accelerator and provides the user interfaces, alpwhe company to implement
and launch products quickly, while making the systmasier for knowledge work-
ers to manage and reconfigure.

Phase two will replace some of the client's unsuggub line of business
systems with the more advanced e-Disability Clafomsctionality of the ACM
solution.

The Solution

By implementing both ECM and ACM software, the omsér achieved many
benefits. The ability to scan, index and use ebmitrdata and case structures has
transformed processes. The company has gainedbtlity o scan in excess of
40,000 claims per year. Now all client collaboratis electronic, with information
becoming more timely and cost effective. Usersraoee efficient and company
expects, in subsequent phases, to realize prodydtiyorovements of 30 percent.
Real time monitoring allows management to controkkload more effectively.
Furthermore, extensive reports allow for betteretimanagement and workload
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distribution, while electronic collaboration elingites geography as a barrier. Final-
ly, courier use has been eliminated, saving thepamy money and time.

Moving to an automated solution has helped theoowst remain competitive
and retain customers. Using ACM packaged softwHosvad the solution to be
implemented and launched quickly, helped reduceupii|n to daily operations
and provided better solution agility to the team.

4. Conclusion

The traditional, static approach to process managémworks well in con-
junction with BPM IT systems when process optima@ais needed.

However, it entails the risk of serious issueshim ¢vent of unexpected adap-
tive changes.

The problem stems from the requirement for the ggedeader to make the
decisions (which delays further action) and thdilitst to link the company’s core
business with knowledge management in a systemstiftitionalized manner via
the process support system. At the current ratardoooms, boards of directors,
management teams and process leaders are findiaifficult to keep up with
adaptive changes.

An enterprise managed according to the ACM coniepttricably combines
day-to-day ability to create and validate innovasi@n a wide basis with its core
business, thus mitigating the risks and challerzgssciated with business process
optimization. By allowing process operators to @®their processes dynamically,
the entire enterprise management system becomestopeeative initiatives from
a broad community of workers. At the same timerahie no risk of chaos that
would result from uncontrolled changes to operatigorinciples. Additionally,
with the ability to trace the effect of changess ipossible to enhance the organiza-
tion’s collective knowledge base by adding inforimatas to which practices and
solutions deliver the best and the worst resulkés Theans real, day-to-day busi-
ness process improvement and adaptation on the dfdshowledge possessed by a
broad community of workers and validated by theamuer.

The main benefit of implementing a dynamic busingsgess management
model is that it brings back to large enterprides speed and agility needed to
operate and compete in an evolving market enviromiRisk management be-
comes, so to speak, an integral part of all pra=essthin the organization. If in-
corporated properly in all processes, it helps cedthe uncertainty inherent in
these processes and optimize risk, thus delivéaingible benefits.

By truly empowering process operators to definetakd responsibility for their
work without the risk of losing control of ongoipgocesses, dynamic BPM enables
large enterprises to manage knowledge in theitolaay operations based on:
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e creative, active experimentation that relies ontioolwus minor changes intro-
duced by a broad group of process operators, lgadigradual collection and
distribution of knowledge; and

« day-to-day validation of the existing knowledge dasd elimination of obso-
lete knowledge that no longer matches customerinesgents or competitive
challenges.

Today, neither customers nor products can be ttest@nonymous and repeatable.
As a result, it becomes necessary to deliver aymtothilored to the needs of a
specific customer not only in areas of constructioconsulting, but also (increas-
ingly) in areas where volume production was presfipthe order of the day, such
as financial services, automotive industry, or étavhis means that companies
must adapt their operational principles every d@ayl update their understanding of
individual customers’ current and possible needgadnic business process man-
agement expands on classic process managementtamgbta to bring it closer to
the concept of a learning organization.

One of the core assumptions for ACM is the beliat the organization being
managed should constantly expand and process igsingx knowledge of the
mechanisms present in the business environmeri fBhich it operates, and that
this management model is not simply more effectivés necessary in order to
respond to the staggering pace at which today'sketarand their expectations
evolve. It is often said that the goal of ACM isdastablish a learning organization.
Improvements to a company’s internal processesnade in several dimensions,
and this applies to both managers and employees.

It has to be emphasized that opportunities for mingabusiness processes
dynamically exist regardless of the type of the pany’s manufacturing or service
operations, and that the efficiency of implementatiepends on the professional
level of the company’s employees and its actuahhtedge management efficien-
cy, including the involvement of all employees e tdevelopment of new solu-
tions. This paper addresses the question of h@appooach the evaluation of busi-
ness optimization after implementing an ACM syst@m.that end, it presents a
methodology for evaluating the efficiency of a st@&PM implementation.

ACM expands the typical business process manageapgmbach to include
frequently changing or completely unpredictablecpsses. The economic situa-
tion, particularly during recession, shows that titaglitional approach to business
process management is not optimal.

Initially, attempts were made to use the BPM andeAgethodologies to cre-
ate and implement business processes that couttidreged over time. However,
neither the time required to make the changeshercaost of such operations were
satisfactory.
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This paper uses practical examples from the inseraector to demonstrate
that the ACM approach reduces the risk involvedupporting dynamic business
processes.
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