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Case Study #3: How is Business Process Management used for implementing a 

Customer Journey Map? 

Problem Statement 

Business process management needs to be used for implementing a 

customer journey map. Without some sort of framework it would be difficult to 

understand the customer's journey. Companies would not be able to manage data in 

an efficient manner or know what direction they should head. Being able to map a 

customer journey map is essential for companies to succeed. In order to make the 

best out of a journey map, there needs to be some sort of framework/business 

process that is managed around the company’s objective.  

Challenges & Opportunities 

Business process management (BPM) is a systematic approach to making an 

organization's workflow more effective, more efficient and more capable of adapting 

to an ever-changing environment (Rouse, M. (n.d.).  The goal of BPM is to reduce 

human error and miscommunication; it is the point where the business aspect of the 

company and IT department connect. Therefore, determining the appropriate 

framework is crucial in order for companies to be in a better position to adjust to the 

ever changing virtual enterprise.  To build a business process framework for a 

Business Intelligence Competency Center (BICC) that supports key marketing 

management functions (Marketing Planning, Campaign Management, and Customer 

Analytics) is needed in order to be agile and the ability to adapt to change.  

 Designing the appropriate framework is a challenge that companies face; the 

ability to pull big data from different applications and be able to translate it into 
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something meaningful.  When combined with tools such as offline and real-time 

computing platforms, suddenly a cloud environment becomes an incredibly powerful 

and flexible distributed machine (Alibaba, 2017). I hope by now it is understood that 

not all data is created equal and the ability to organize the data is a challenge. From 

low quality data, mix of data coming from different sources such as social, retail and 

machine-to-machine; how to make sense of it is a challenge. Then adding real-time 

data adds another level of complexity. Organizations are often left with a cluttered, 

multi-scenario environment where the entire ecosystem lacks a functioning 

backbone (Alibaba, 2017). There are assumptions that scaling up the data storage is 

a solution; however, it is how quickly the data can be processed. This is an 

opportunity for companies to be able design a framework where they are able to 

process data regardless of what system is pulled from and be able to make it 

meaning full; hence BPM, the link to IT and business processes.  

 Understanding the customer’s journey is an output from having a well-

designed BPM; meaning, if the BPM has pulled the appropriate information across 

platforms then a company is able to map out the journey as to where the touchpoints 

are for customer. On the flip side, interviewing a customer will ensure that the BPM 

is set up appropriately to be able to pull additional information which will benefit both 

the customer and the company in the long run. Within the framework, it must include 

how the API (application program interface) is defined. The API is a set of predefined 

functions to serve as channels for communications and data exchange between 

applications (Alibaba, MAR2017). For example, a customer places an order with the 

waiter. Then the waiter will take the order to the kitchen. The kitchen will then 

process (make) the order. Once completed, the kitchen will notify the waiter to 

deliver your order (food). The waiter in this example is considered the API. The 
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waiter is the connections between the customer and the kitchen. They are exchange 

information which as the end result provides the customer what they requested 

(Figure 1).  

Figure 1. Example from  (http://toolsqa.com/mobile-

automation/appium/understanding-of-android-versions-and-api-levels/) 

 

Utilizing BPM software is the opportunity to align IT and business to improve 

efficiency and deliver strong return of investment.  However, businesses need to 

keep in mind when creating APIs within their BPM software (Alibaba, MAR2017): 

• Follow the best practices for development throughout the API life-cycle 

• Allow easy access for developers to find, research and test your APIs 

• Stimulate adoption by indexing your APIs 

• Enable users to search for APIs using custom classifications or through 

advanced search capabilities 

• Set alerts or notifications whenever your APIs are impacted 

• Monitor API performance, and track API traffic to form metrics for 

monetization 
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BPM software reduces manual entry, improves process times and it is available 

either in the cloud or office. If companies embrace the usage of BPM software, they 

become more agile and in touch with the customer’s journey.  

 

Business Solution 

 With the help of APIs, enterprises can integrate internal and external 

resources and complement service scenarios with partners to develop new 

businesses and meet market demands (Alibaba, MAR2017). As a result, companies 

are able to address issues in a timely manner to resolve and improve the 

customer/user experience with minimal disruption and resources. Understanding the 

need for APIs there is also a need to conceptually design a framework either based 

on the customer’s journey that mapped on assumptions and hypothesis or from 

previous data pulled. Figure 2, provides a context diagram of eCommerce. It shows 

the departments involved with the structure and what data is collected. Different 

applications will be used, it is unavoidable; however, using a BPM software would be 

able to pull all these applications together so sales department can pull information 

from the customer data base to see what is trending; where the marketing 

department could have the ability to see what how the inventory is to determine their 

next step. These interactions and sharing big data would happen all under the BICC 

utilizing BPM software.  

 The elements of designing an appropriate framework would be to decide on 

the process whether it is from a customer journey map designed during a workshop 

or data pulled from actual customer/stakeholder feedback. Then building a form to 

capture this process; for instance, customer request form, what should the form 

entail? It should be user friendly, not time consuming and secure. Once the form has 
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been designed/built, the workflow needs to be created. What happens when the form 

is completed? What happens in the back for the data flow? Figure 3 is an example of 

a complex diagram illustrating an open system view of service operations and the 

data flow. In the diagram, the consumer output is evaluated and monitored; this is 

the company’s driver to ensure it is providing the appropriate service and goods to its 

consumer. The information needs to be measured somehow to ensure the company 

is meeting the demand, understanding the trend and able to adjust where needed as 

the virtual enterprise evolves.  

Figure 2 Context Diagram of eCommerce (Fogal, 2012) 
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Figure 3. Open Systems View of Service Operations (Fitzsimmons, 2014) 

 

Lessons Learned/Business Case 

 API Economics puts forward a new business model to help enterprises quickly 

respond to market demands at a low cost, establish an enterprise ecosystem, and 

spur integration of capabilities across industrial chains for new economic forms 

(Alibaba, 2017). Social and mobile business models have already contributed 

important new frameworks for collaboration and information sharing; however, BPM 

provides a history of clear and complementary benefits (Heisterberg, 2014). It goes 

back to the Force 5 Tornado Data Model (Figure 4) outlined in Heisterberg’s and 

Verma’s book, Creating Business Agility How Convergence of Cloud, Social, Mobile, 

Video, and Big Data Enables Competitive Advantage,  have the comment element of 

driving the value of analytics on compiling information to anticipate the future. IT and 

business stakeholders are discovering new ways to work together and engage 
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customers via dynamic business processes that address important business 

imperatives (Heisterberg, 2014). 

 

Figure 4. Force 5 Tornado Data Model 

 

 

 BPM provides structure around the data and business processes. Figure 5 is 

an illustration of before BPM, after BPM and implementation of a BPM software. The 

benefits of linking the business with IT. Desiging a BICC and its workflow will enable 

companies to fully embrace the customer’s journey map and continue to be digitally 

conntected to the world. As the speed of business accelerates, Workflow and 

Content Automation (WCA) represents the consolidation of traditional workflow and 

content generation into a new category to support the needs of a Digital Business 

(Lundy, 2016). Lundy (2016), hones in on that the idea of a fully digital business is a 

concept that is advancing beyond the idea phase; how executives are realizing that 

the more digital they are, the more flexibility they have to execute faster (Figure 6). 

Companies need to be able to understand the customer’s journey and providing 
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some sort of BPM in the mix will enable that to happen. Based on experiences, Appian 

lists a number of questions for companies to consider why they may need BPM: 

• Is your company stuck dealing with legacy apps that don't connect? 

• Can you tell who or what is impeding your processes? 

• Is it difficult to tell who is responsible for what assignments? 

• Do users on-the-go have trouble keeping track of critical business processes? 

• Do your processes and applications simply follow the status quo? 

• With IT consumerization expanding, is your company taking full advantage of 

employee mobility? 
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Figure 5. Power of BPM and BPM Software (Chenal, 2012) 
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Figure 6. Key Trends Driving Digital Business (Lundy, 2016) 

 

 

Why I Care? 

 It is better when business processes are tied with IT; the benefits of working 

together. More data at your fingertips, the ability to make quick decisions on data 

that make sense. The issue is though, how to design this framework. Understanding 

BPM is a start, but what does it really mean? Figure 7 (Chenal, 2012) provided a 

nice overview of BPM. What is the goal, the driver for the company and then how to 

implement to meet the company’s goals and gain customer/stakeholder satisfaction? 

Take advantage of the cloud computing; its ability to store vast amounts of 

information (big data) to the innovative ways it processes it and then analyses it to 

derive value, the holy trinity of cloud computing is delivering insights to businesses 

around the world every second of every day; to deliver one without the others is to fly 

in the face of efficiency and relegate true value to nothing more than an afterthought 

(Alibaba, 2017). As mentioned before, desiging a BICC and its workflow will enable 
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companies to fully embrace the customer’s journey map and continue to be digitally 

conntected to the world. 

 

Figure 7. What is Business Process Management? (Chenal, 2012) 
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