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[bookmark: _Toc393198187][bookmark: _Toc454445037]Summary
We’ve identified those who care and why; we’ve identified the people who make things happen. Now, we must understand what those people actually do to make those things happen and in what order.  The Activities Actors perform and in what order make up the Business Processes that are documented via BPMN (Business Process Modeling Notation) diagrams. Activities may or may not be created before the process documentation begins.  It is truly personal preference. This training will take you through creating an Activity associated with an Actor, which will be linked to activity boxes in your BPMN diagrams.
Leveraging Activities in a BPMN diagram will provide for ability to reuse.  This will further provide us insight into activities that span multiple departments and solutions allowing us to more readily identify efficiencies and other improvements that may present as opportunities.
[bookmark: _Toc393198188][bookmark: _Toc454445038]Assumptions, Dependencies & Constraints
[bookmark: _Toc393198189][bookmark: _Toc454445039]Assumptions
User has security access to create Activities in the Enterprise project record.
User has shared Actors from Enterprise project into the solution’s project.
[bookmark: _Toc393198190][bookmark: _Toc454445040]Dependencies
Project has been created and Actor record has been shared.
Actors needed exist in the Enterprise project.
[bookmark: _Toc393198191][bookmark: _Toc454445041]Constraints
None.
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[bookmark: _Toc393198192][bookmark: _Toc454445042]Scenario
[bookmark: _Adding_a_Stakeholder][bookmark: _Adding_an_Actor][bookmark: _Toc454445043]Creating a BPMN Diagram
Creating a visual representation of the process by which business is performed will aid in more consistent understanding by all parties as to who does what, when and why. This will aid in more successful collaboration and uncovering of opportunities for improvement; it will also help elicit solid business rules and requirements for the future state.
1. Select the project. 

2. Open the Business Requirement listing.

3. Right click the record for which you are creating a related Business Process Model.

4. Choose “Create Traced Record” then “Business Process”. 

5. The name of the Business Process should be short yet still descriptive.  This is the value that will be displayed in the actual process model and reports.

6. The system will automatically generate a traced Business Process Model with a Pool, Lane, Start Event and End Event. You will need to modify these to reflect the process to be documented. 

7. Choose to Edit in Full Screen.
8. Double click existing pool name and rename the pool.
9. Double click on the lane and rename the lane.
10. Add a description to the pool using the Properties List Tab.
11. Drag an activity onto the Pool Lane and Name.
12. Once the box is placed in the Lane appropriately, you will need to either:
a. Connect to an existing activity
i. Right click the activity box
ii. Select Linked To
iii. Select Traces Into
iv. Select Activity 
v. Search for and select the Business Process AsIs, Business Process ToBe or Use Case needed.
b. Create a New BPMN-AsIS, BPMN-ToBe, or Use Case
i. If the Above process needed is not found, click Create a New Business Process.
ii. You will have options to create using quick editor or detailed editor
1. Quick editor provides you an opporutnity to create an activity with a title and a description.
2. Detailed editor provides you an opportunity to also define other attributes of the activity.
OR

13. Highlight the activity and dropdown More, go to Link and View/Edit Link. 
[image: ]

14. <<Click to link>> artifact.
 [image: ]
15. Choose Record Type you are linking Activity with.  
[image: ]





16. Click Create a New Business Process.  Then OK.  Then New “Diagram(you chose)” using Quick Editor or Detail Editor.  Name your Business Process or Use Case you plan to Create.  Click Ok.  You will see it in the list.  Click Ok.
[image: ]

17. Name your Business Process or Use Case you plan to Create.  Click Ok.  You will see it in the list.  Click Ok.  You will see it has been linked.  You will receive a Confirmation, Click No.  You will know see a Plus Sign in the box.  If you click on plus sign it should open the lower level diagram
[image: ]
[bookmark: _Toc454445044]
Pools
A Pool represents either an Organization or a process name and contains lanes for the roles interacting with the process.
1. Depending on the level of granularity you are working with, the naming utilized will reflect that level.  For example:
a. “Business Analysis Management Process” would be the highest level of a Business Process.
b. [image: ]Activities within the highest level BPM would dive in to additional Business Process Models with names such as:
i. “Assess” 
ii. “Elicitation”
iii. “Analysis”
iv. Etc.
c. Each of these will represent sub processes where details for the activities that occur within that area of a business process can be detailed more.
d. Naming the Pool by organization and primary process name helps when printing and validating.
2. If external entities interact with the internal process, multiple pools can be used. This is to show distinct organizations or significantly separated internal groups in a process.
a. This would be used should a customer interact with a specific process.  In a claim payment process, there would likely be two pools:
i. Claim Payment – org
ii. Claim Payment – Customer
b. In our example, the analysis sub process would contain two pools: one for the strategic analysis portion and one for the approval of the results of that analysis.  
c. [image: ]To add a secondary pool in the system, select the vertical or horizontal shape “Pool” and drag onto your BPMN pallet at your desired location. 


[bookmark: _Toc454445045]Lanes
Lanes represent specific actors / roles within the organization or process.  
1. [image: ]We avoid using the given names of those actors as “Susie” may be promoted from a Claims Representative to a Manager.  If Susie was referenced specifically in the Business Process Model, that model would no longer be accurate.  
a. Lanes are associated with actual Actor records in the system.
i. Business Analyst
ii. Project Manager
b. To associate an Actor to a Lane, right click in the Lane, select “Linked To”, then “Traces From – Actor”.  The Add Incoming Link to Lane screen should be displayed. 
c. You may scroll through or choose to search the listing for the Actor Needed.  
i. If the Actor needed is not listed, you may choose to “Create a New Actor”.  Should this be necessary, remember to change the Project value to the Enterprise project to ensure there is a single repository of Actors that are then utilized across all efforts to ensure consistency.  The only exception to this is if the Actor to be created is a result of the change proposed and will be new to the organization.
d. Upon selecting the Actor needed, select Ok.  The system will display a confirmation message asking if you would like the text on your Lane to be replaced with the name of the Actor – select Yes.
i. The system will name the Lane automatically.  It will also create a trace link between that shape on the diagram and the actor record selected.
2. Once the Pool and Lanes are prepared, you can begin documenting the actual process itself.
3. The items that show the actual work and reasoning are held in Lanes:
a. Activities
b. Events
c. Messages
d. Flows


[bookmark: _Toc454445046]Start Events
Every process begins with a trigger or “Start Event”.
1. [image: ]BPMN provides special icons that denote what type of a trigger kicks off an event. 
a. Start Event Types
	Type
	Description

	Start
	Basic start event – most commonly used

	Message
	Message is received which triggers the process

	Timer
	Timing triggers the process (i.e. month end)

	Conditional
	Condition being met triggers process

	Multiple
	Multiple things can trigger the process – typically complicated

	Signal
	Similar to message but not to a specific individual

	Parallel Multiple
	Multiple things MUST trigger the process.


[bookmark: _Toc454445047]Activities
Once a process has been triggered, it can begin with a decision or an activity. You will have options to connect another Event, Activity or Gateway.  We will cover each next.
1. [image: ]An activity can be a unit of work or representative of a group of activities combined in a sub process. For our purposes we will focus on Task and Sub-Process.

[image: ]


2. An activity box can cross lanes, but cannot go outside of the pool boundaries.
3. To initiate either, click on the start event and hover over the edge from which you wish the process to flow.  Select the Activity box.
4. Once the box is placed in the Lane appropriately, you will need to either:
a. Connect to an existing activity
i. Right click the activity box
ii. Select Linked To
iii. Select Traces Into
iv. Select Activity 
v. Search for and select the activity needed.
b. Create a New Activity
i. If the activity needed is not found, click Create a New Activity
ii. You will have options to create using quick editor or detailed editor
1. Quick editor provides you an opporutnity to create an activity with a title and a description.
2. Detailed editor provides you an opportunity to also define other attributes of the activity.
iii. The title of an activity should always begin with a verb and represent very succinctly the work to be performed. Best practices are to not modify the size of the activity box for consistency and ease of reading.
5. Activity task types can help readers understand visually important aspects of an activity.
a. [image: ]
6. Activities that are repetitive can be flagged as looping activities. This will provide a visual understanding that a task repeats.  Often this is useful to show activities such as approval workflows where activities will repeat until approval is received.  This would be a loop that has a sub process for those tasks.

[bookmark: _Toc454445048]Flows
[image: ]A Flow represents the relationships between Activities, Events and/or Gateways. 
1. Sequence Flows are the most typical flows and are the default flows in TopTeam.  They represent a progression of activity from one to another.
2. Message Flows are a form of a sequence but are specific to information moving in the form of a targeted message.
3. Association Flows are used to connect two artifacts, but not necessarily a sequential flow of activity.  Often, this can be used to represent the relationship between an activity and an object (deliverable, data element, etc.)
4. Data Association is similar to the Association but specific to Data.




[bookmark: _Toc454445049]Gateways
[image: ]Gateways are used to show convergence and divergence of activities as well as the reasoning behind such. 
1. The Implementation of a gateway helps the reader visually understand the reasoning behind the flow of a process.  We will cover each gateway type and why it is used.
2. Data Based is a conditional that typically result in one path or another.  There are often two options for outcomes. 
a. In an expense approval workflow, if an expense exceeds a specified dollar amount both a manager and director must approve the expense. A Data Based gateway can be used to show this divergence reasoning.
3. Event Based Gateway is a condition that is based on the action or event of an actor.  
a. In requirements approval, if the reviewer approves the package, the project moves on to the next step.  If the reviewer does not, the Business Analyst must understand what is missing or wrong, update and repeat.
4. An inclusive Gateway is used when one or more outcome can occur at the same time, but is driven by a straight forward data or event based gateway driver.
5. Parallel Gateways are used to join multiple outcomes into a single flow.  This is often used after an Inclusive or Complex Gateway where the multiple outcomes are joined into one.
a. When a resource request is evaluated and multiple resource owners review to determine fit.  Multiple resource types could be deemed necessary and would flow back into the singular resource request flow.
6. Complex Gateways are used sparingly.  They are similar to inclusive gateways, but driven by complex reasoning where a combination of data and/or event drivers can be simultaneously determining the flow.




[bookmark: _Toc454445050]Intermediate Events
[image: ]At times, an event can occur within the bounds of a process.  An intermediate event can provide a visual representation of this occurrence and help the reader understand when and how an event can affect the flow of the process. There are many types of intermediate events.  We will focus on only a  few of them.
1. Message intermediate events are used to show that a message is triggered which triggers the next step.  In this case, the intermediate event of message will be used to depict such visually.
a. A message can be depicted as thrown or caught.
i. The white envelope indicates that a message is thrown by the actor from the preceding activity and should fall within the lane of that actor.  This is used when the activity results in an email being sent by that actor.
1. I.e. The Business Analyst prepares a requirements package and emails such to the reviewer.  This would be represented by an activity that is labeled something similar to “Send Requirements Package” followed by the outgoing message intermediate event that leads to an activity in the reviewer lane called “Review Requirements Package”.
ii. A black envelope represents that a message sent by another actor is received by the actor within which the intermediate event is placed and triggers the subsequent activity.
1. I.e. An activity in the Business Analyst lane “Submit Requirements Package” results in TopTeam sending an email to the Reviewer.  This is represented by a catching message intermediate event in the Reviewer lane followed by the activity of “Review Requirements Package”.
2. Timers are used to show that time elapses after the previous activity and before the subsequent activity.
a. For example, a vehicle purchase can be rescinded within a specified period of time.  An activity in the purchaser lane would read “Purchase Vehicle” followed by a timer for x period of time.  This would often be followed by a gateway with two possible outcomes – buyer rescinds and buyer retains.
3. Conditional is usually an interrupting intermediate event showing that a condition is expected to exist before the process can continue.
a. Accounting month end would be represented as a condition as it is about a specified condition existing before month end reports can be run.  This is not a timer due to it being a condition as opposed to a specified amount of time to pass.
4. Other intermediate events are used sparingly and will be included in the training at a later date.

[bookmark: _Toc393198194]

[bookmark: _Toc454445051][image: ]End Events
Each process will have one or more possible endings.  An ending does not necessarily mean the end of the entire enterprise process, but is the end of the process that is contained in the current model. As with intermeidate events, there are many ways in which a process can terminate but we will only focus on a few of them.
1. A basic end event is used when the immediate process ends, but the overall process continues.  Often this end event is a link into the next step of the overall process (a subsequent process model).
2. A process can end in a message that will often trigger the next process model.
3. An error is usually used as an alternate ending that leads to a compensatory process model that shows how the error is handled.  The error flow often returns to the main flow where eventually the main end event is the path experienced.
4. Terminate is used when the end of the current process does not lead to other processes.  



[bookmark: _Toc454445052]Other Helpful Items
All items within a BPMN can be linked to other record types based on rules and settings in the system.
1. For any item in the diagram, right click, select Linked To and you will be provided a listing of the record types you can create a relationship with.
a. Business Rule
b. Business Requirement
c. Functional Requirement
d. Nonfunctional Requirement
e. [image: ]Transition Requirement
f. Risks
g. More
2. Supporting information can be represented in the diagram for visual understanding. 
a. Annotations provide additional details for understanding
b. Data objects
c. Input or Outputs (often useful for representing documentation needed or produced by an activity
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