Checklist for Process Modeling and Management Tool Selection XE "Process Modelling and Management Tool" 
Pitfalls during the selection of a Process Modeling and Management Tool

An appropriate tool for an organization should not be determined solely by its functionality or price, but by the suitability of the tool for the purpose for which the organization chooses to use it. There are two commonly made mistakes in selecting a Process Modeling and Management Tool:
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Figure 1 - Mapping of functional requirements required and provided

· Waste (over-priced): the organization’s requirements for a tool are quite basic and a state-of-the art, high functionality tool is purchased. This results in higher than necessary costs (purchase and maintenance), dissatisfied users (as the tool requires substantial training) and only limited use is made of the wide variety of functionality that the tool offers

· Legacy (under-perform): the organization wants to start with a basic set of requirements and purchases a basic tool. The requirements evolve over time and find the incumbent tool is unable to keep up with the new functionality required. This results in increased effort in process modeling, frustrated staff and additional costs and rework when eventually migrating to another tool that meets the organizations requirements.

If the organization’s initial requirements are basic and they wish to start with a simple tool, there are basically two strategies which could be employed:

· Modular approach: select a tool that can either be extended at a later stage with additional modules, or initially configured in a limited manner and easily reconfigured later for wider use. These additional modules could either be part of the same suite or be modules from other vendors.

Attention should be given that the tool is also scalable and usable with an increased number of users.

· Tactical approach: select a tool that serves the initial purpose and make a conscious decision to replace the tool if and when your requirements increase. It is important to realise that the more effort put into the models in the tool, the harder and more expensive it becomes to migrate the tool to a new one, for example, all process models will need to be recreated.
Using this checklist 

This checklist provides a high level overview of aspects which should be considered when selecting a process modeling and management tool. The information should be used as a high-level indication only; each selection project has its own unique characteristics which should be catered for, to ensure an optimal solution. This checklist only applies to a process modeling and management tool, and does not cover the selection of an automated BPM solution which will involve many more components (e.g. Process Engine (Workflow), Business Activity Monitoring).

The Selection Process XE "selecting Process Modelling and Management Tool" 
Aspects to consider during the selection of a process modeling and management tool include:

· Specify the most important objectives for which the tool will be used in the next 24 months, such as: 

· what purpose will it be used for

· type of models to be created

· type of documentation required

· who will use the tool 

· how many people will be modeling and using the models.

Remember that most tools are used longer and for more purposes than initially thought. Converting all the developed process models to another tool is a large task, which can involve significant effort and resources. Thus, it is important to specify whether the organization requires a short term easy design tool or a more robust architecturally based modeling and management tool.

· Use the checklist provided below as a starting point to develop a customized organizational checklist from which to select the process modeling tool. Specify the high level requirements of the tool (functionality, technical and usability). This should also include the methodology to be supported. Use a Request For Information and product demonstrations to orientate the organizational requirements to the functionality available in the market place. Some vendors will promote features that will not be relevant to the organization, thus validating the functionality offered by products against whether it provides any tangible benefits to the organization is essential. Ask vendors about the main strengths and weaknesses of their products and determine what benefits and restrictions this will provide for the organization
· Review the responses from the Request for Information, specify detailed requirements for the tool and issue a Request for Proposal
· Check references and complete existing user site-visits: check both the functionality and support, impact on the organization and whether the vendor keeps their promises. A useful question is to ask the referee “with the benefit of hindsight, would you purchase this tool or deal with the vendor again?”

· Complete a pilot before actually purchasing the tool to ensure that all assumptions and promises are valid. Involve the relevant stakeholders (such as, management, business, finance, IT, users, BPM staff, partners, architects)
· When negotiating with the preferred vendor always keep one or two fall back options (it is difficult to negotiate on price when only one vendor is left).
High level Checklist

This Checklist has the following 5 components:

· Functionality (each functionality module has its own set of questions)

· Technical aspects

· Usability

· Price

· Vendor

	I FUNCTIONALITY

	0. Functional modules

1. Process Modeling
2. Reporting and Analysis
3. Management of Processes
4. Publishing
5. Optimization
6. Architecture
7. Activity Based Costing
8. Automated BPM solution
· Can modules be added at a later stage? 

· Is there scalability in terms of functionality and model depth?



	1. Process Modeling:

· What types of models can be produced (e.g. Flow charts, Organization Charts, Value-Chains, etc.)?

· Which modeling methods are supported (e.g. IDEF0, event driven process chains, etc.)?

· Ability to hyperlink to documents, HTML pages, etc.?

· How is multi level modeling achieved?

· Which objects can be modelled?

· Type of semantic checks (if model is consistent with the method)

· Which templates / reference models are available?

· Is a library with objects available?

· Does the tool provide reusability of objects (e.g. with a change in an object in one model, the changes are visible wherever the object is used)?

 

	2. Reporting and Analysis:

· What standard reports are provided?

· How easy is it to develop customized reports?

· What standard analysis is available?

· How easy is it to perform customized analysis?



	3. Management of Processes:

· Is there an integrated overall process management approach that forms the basis of the models?

· Does the system support Strategic, Tactical and Operational views of the processes?

· Is Balanced Score Card supported?

· Can KPI’s be specified and monitored?

· Does the tool provide Business Activity Monitoring or an interface to a Business Activity Monitoring tool?

· Does the tool support compliance and risk management (e.g. Sarbanes Oxley)?



	4. Publishing:

· Can models be presented on the internet/intranet?

· How easy is it to navigate in the published version? (e.g. do links/drill-downs work on the internet/ intranet like they do in the tool?)

· How easy can users understand the models?

· What search functionality is available?

· Is it easy to customise the lay-out? 



	5. Optimization:

Simulations can provide benefits, but can require substantial effort to develop. Distinguish between the following three levels of simulation. 

· What-if analysis
Simple what-if analysis based on a pre-defined data set

· Dynamic Simulation
Events generated and processed by configured parameters  

· Full fledged simulation
Includes resourcing and dependencies with other processes

· What analyses does the tool provide (e.g. identification of bottlenecks)?

· What reporting on the simulation is provided?



	6. Enterprise Architecture:

· Which architectural models are available (e.g. systems and interfaces, data models, products and services, etc.)?

· Can cross-references be made between the various models and objects?

· What architectural method is used?

· What type of reporting is available?

· What type of analysis is available? 


	7. Activity Based Costing:

· Does the tool support Activity Based Costing?

· Does the tool interface with financial systems? If so, which ones?

· What type of calculations can be performed?

· What type of reporting is available?

· What type of analysis is available?



	8. Automated BPM solution:

This section only contains a couple of basic questions as selecting an automated BPM solution requires a different, more thorough,  approach:

· Does the tool provide process engine (workflow) management and business rules engine? 

· Does the tool interface with a process engine (workflow) management system and business rules engine (an ability to upload process models)? If so, which ones?

· Does the tool interface with an integrated document management system? If so, which ones?



	

	 II USABILITY

	Usability:
· How user friendly is the tool?

· What is the minimum required training?

· Does the tool support multiple concurrent users?

· Does the tool support drill-down and cross-reference functionality?

· What is the search functionality?

· How does the tool provide user management (access, passwords, security, etc.)

· Does the tool use a repository (central database)?



	Support:
· What on-line help is available?

· Is support available via a helpdesk? If so, what are the costs?

· What local support is included and available?



	Model Management:

· Does the tool provide an audit trail that reports on what changes have been made, and by whom?

· Does the tool contain a change management module to identify, track and authorize changes to the models?

· Does the tool allow authorizations to be set at an individual and function level? 


	

	III. TECHNICAL ASPECTS 

	Hardware and software

· What operating platform is required?

· What are the software requirements (check version numbers)?

· What database options does the tool support?

· What are the hardware requirements for workstations and server?

· What are the infrastructure requirements?

· How scalable is the solution to deal with more data, more models and more users? 

· What impact will growth in data and number of users have on the performance (time-based) of the tool?



	Interfaces

· What interface standards does the tool support (e.g. XML)?

· What interfaces to other applications does the tool provide (e.g. process engines (workflow) management system, ERP, etc.)?

· What are the supported BPM standards (e.g. BPML, BPEL)?

· What are the import facilities for data, models, and images?

· What are the export facilities?




	IV. COSTS


	Purchase Prices 

· What is the purchase price for a modeling license?

· What is the purchase price for an administrator license?

· What is the purchase price for viewing on the internet and intranet?

· What is the purchase price for additional modules (e.g. simulation, activity based costing)?

· What discount is applicable in the case of multiple licenses?



	Support fees

· What are the maintenance or support fees? What is included?

· What are the training fees?

· What are the consultancy fees?



	

	V. VENDOR

	· How is local support provided?

· What is the track record of the vendor? Do they have references to support this?

· How does the tool rate in comparative test results (e.g. Gartner or Forrester)?




