Chapter 6

Roadmap for

Workflow System Development

6.1. Development Methods:

· Specific development method for WF systems

· A sequence of phases and per phase activities to be carried out and the deliverables

· What to do but not how to do it

· IPSD – Interactive Process-oriented System Development

6.1.1. Why specific method for WFM?

· Existing methods of IS development place strong emphasis upon defining data structures and on user interfaces

· Organizational change and re-design of the business process receive little attention in existing methods

· Evolutionary nature of a development method (continuous assessment and revision)

· Starting point: BPR (Business Process Reengineering + RAD (Rapid Application Development)

· Prototyping and experimentation

6.1.2. Business Process Re-engineering:

· Effort to achieve the most effective and efficient possible business structure

· Information and communication technologies are the most important “enablers” in achieving BPR

· BPR lifecycle: Fig.6.1 – initiative, diagnosis, redesign, reconstruction, operations

· Diagnosis phase – analysis of the status quo, problems caused by existing way of working, setting new objectives, analysis of existing processes, diagnosis where the existing methods are not producing expected results

· Redesign phase – the existing way of work are not used, carte blanche approach, new description of the process is generated (independent of organizational structure and without limits on resources) determined solely by given input and expected output

· Reconstruction phase – new system of process definitions, IT systems, and organizational structure are created to support the new process definition

· Operational phase – performance is assessed using predefined performance criteria, bottlenecks are identified and a new cycle of BPR can be repeated.

6.1.3. Rapid Application Development (RAD)

· Cyclical development process

· Close collaboration with users

· Use of modern rapid development tools

· Objectives: speed, cost reduction, quality improvement

· RAD – 1991, James Martin

· Fundamental of RAD: cyclical, iterative development process

· Repeated cycles of analysis, design and construction; each cycle ends with a tangible product
· Prototyping
· Evolutionary development – when a method results in the prototype development, through gradual improvement into the final application

· Incremental development – systems are developed in a number of separate stages or “increments”

· Joint developments of designers and users – interactive workshops play central role in formulating developers’ proposals (with brainstorming, decision making, selection, elaboration, specification development, and prototyping)

Main steps of RAD:

· Requirements planning – intended results of the project are defined, guidelines for the functionality of the system are set
· Architecture phase – how to put components together 
· User design – system’s functionality is blueprinted, JAD workshops are used to develop specifications, the software can be directly generated from the specification laid down in the CASE tool
· Construction – software generated from a prototype is perfected and parts that were not generated automatically are finished “by hand”
· Delivery – acceptance test is carried and the system is prepared for production
· Integration phase – technical compatibility of components.
6.2. The “IPSD” Method:

· Interactive Process-oriented System Development – Fig. 6.3

· If we project the RAD phases onto the BPR lifecycle then we get ISPD lifecycle of a workflow system.

Refined IPSD lifecycle:

Basic principles:

· The focus is on the business process

· The radical change will occur that has consequences for the entire organization

· Decisions are taken within the development team (managers are part of the team or delegate their responsibility)

· Developers and users work together as a team to improve processes

· When planning and organizing the development path, the emphasis is placed upon project targets and not so much on performing activities

· The system’s specifications are not “frozen” in advance but evolve during development; the specifications are laid down in the workflow system and CASE tools

· Errors are permissible during development – iterative nature

· Achieving a tangible result that is considered “good” enough within limited amount of time

· At the end of each phase the overall planning is updated according to the latest information.

Detailed analysis of phases:

1. Preparation – establish project team, to begin with “core” group of people, to select project manager (internally high level person in the organization or externally appointed manager), precise purpose of the re-engineering project must be made clear, support of the high management to the project must be stated; manager defines a rough timetable for the project, approach to the project must relate to the project’s objective; deliverables: overall project plan.
2. Diagnosis =

A. analysis - of the existing situation and reasons for change have to be assessed; reasons for change – qualitative or quantitative or both; costs of the production process;
symptoms of organization’s illness:

· un-necessary sequential and bureaucratic activities

· the formation of “island computerization”

· the need for excessive forms and approvals

· paper usage and redundant stipulations

· policy guidelines and rules that are not being observed and do not appear to work

CSF’s – Critical Success Factors – which factors determine organization’s success or failures

Formulation of objectives to be met (qualitative form + quantitative form).

KPI’s – Key Performance Indicators (quantifiable expression of CSF’s)

Null measurement – the determination of KPI’s in the existing situation – use cases called also as business cases
B. scooping – identification which parts of the organization/process should be considered in the project; goes hand in hand with analysis
C. visioning – possible directions for improvement
D. process redesign

E. requirements

F. architecture

G. component design

H. construction

I. integration

J. delivery

K. enactment

L. monitor and improve

KPIs – system usage, processing time, workloads, supplies of work, productivity, level of service, customer satisfaction, quality

CPI – continuous process improvement

Fig. 6.5 – Frequency and impact for BPR vs. CPI

Integrating WFMS with legacy systems
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