
TRIGGERS OF BPM

2

BPM is the art and science of managing business processes effectively
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Managing and improving processes 
has been around since the early 
days of intelligent thinking. The 

process of continuous improvement may 
have begun some 500 centuries ago, when 
the Cro-Magnon man lived in caves, using 
and improving his primitive tools to make 
his life easy. The same concept would have 
been adopted by the early traders when 
the concepts of money and customers 
may have been first introduced as early as 
3000 BC. The industrial revolution of the 
18th century and early 19th century was 
clearly the pinnacle of use of industrial 
technology to achieve great strides in 
process improvements.

A significantly noticeable change in the 
business environment, especially after 
the great depression, has been the shift 
in business focus from being inwards-
out to outwards-in. Customers have 
become the most important element in 
the play. The customer community itself 
has become more aware and demanding. 
The overall market environment too has 
rapidly shifted. Competition has stepped 
up, speed-to-market has accelerated, new 
products and offerings have sprung up, 
and modern tools, such as Technology 
and Analytics have changed the way one 
looked at businesses.

In the modern world now, more than ever, 
the need to remain agile is synonymous 

with the need to remain alive. Constant 
innovation and improvements have 
become a sheer necessity for the fear of 
being left behind and lost.

Upto the past 50 years or so, these 
improvements in the various processes 
have been quite restricted to the ‘core’ 
businesses of the companies. Hence, 
there were great advancements in 
Manufacturing, Assembly, Mining, 
Construction, Agriculture, and other 
processes involving physical time-and-
motion studies. Business houses involved 
in the services sector (Telecommunication, 
Hospitality, Healthcare, Banking, 
Insurance, Education, etc) have been 
relatively slower to join the innovation 
bandwagon. Thankfully, the advent of 
IT and commercial use of computers has 
quickly changed all that. These companies 
are now amongst the leaders in the use of 
IT to achieve great process improvements 
and transform the businesses., Since mid-
1990s,even ‘staff ’ functions have come 
under the ambit of close monitoring and 
improvement, making them candidates for 
Business Process Management (BPM).

“A company that does not focus 
resolutely on its customers and the 
processes that produce value for its 
customers, is not long for this world,” 
said, Michael Hammer. Beyond products 
and services, organizations realized that 
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it is only ‘business processes’ thatenable 
companies to reach those products and 
services to customers and hence, made a 
significant difference to really create or add 
value to the customers.

By 1997, Hammer had taken the view that: 
“Processes are the key organizational 
theme for companies in the 21st century. 
Excellence in processes is what is going to 
distinguish successful organizations from 
the also-rans.”

Over the last two decades, the term BPM 
has gained much greater importance due 
to six major ‘inter- connected’ factors as 
indicated in Fig 1 below:

2.1 Competitive Environment 
Over time, whether through big or small 
movements, the world changes!When 
world changes the market place also 
changes. Over the last several years, the 
situation in the market place has changed 
dramatically. Due to the increasing 

complexity in the market place, the speed 
to market has become a key trigger to 
shorten product  life cycles. Leading 
academicians like Tom Davenport, and 
management gurus like Peter Drucker 
and Michael Hammer really brought to 
fore, the concepts of business process 
and business process reengineering. By 
1995, more than 60% of the Fortune 500 
companies had adopted BPR as their core 
strategic imperative.

According to some estimates, 75% of 
the product sold in the market today did 
not exist 7 years ago.The time to launch 
a car (from conception to sale) has been 
reduced from 6 years to 36 months. 

Internet sales represented less than 2% 
of global trade 5 years ago, now it covers 
15% of the transactions, Chinese exports 
to the rest of the world has increased from 
US$1.3 Bn US$in Jan 1984 to US$199.23 
Bn  in Dec 2012, almost 200 times in less 
than 30 years!

Figure 01: Triggers of BPM
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Changing market place required improved, 
newer and innovative business processes 
to help companies reduce time to market 
to remain competitive and grow. The terms 
Process Improvement, Process Excellence 
and Process Innovation all came from 
this requirement of BPR. Some of the 
highly valuable companies in the world 
today are Google, Amazon, eBay. Even 
in India companies such as Flipkart and 
Justdialhave rapidly increased in value 
in the recent times and have become 
favourites in the world of retail – especially 
amongst the youth.

Consider the chart below -Figure 02.  Not 
only do we see the emergence of relatively 
newer brands for the top slot, but also a 
lot of turmoil in the more recent years.The 
market is rapidly changing and that too 
faster than ever before. 

2.2 Technology Advancement

We now have a plethora of choices on 
deployment of technology to various 
(or all) divisions of the organisation. 

The choice of whether to or not to, 
unfortunately, is not there anymore. For 
instance, a technology that’s starting to 
revolutionize business is Radio Frequency 
Identification (RFID). 

Source: Wikimedia Commons
Figure 03: A sheep with an RFID tag. 

From BPM point of view, Information 
Technology has played and continues to 
play a very important role in the lives of  
governments, companies and humans, 
creating a boundary-less world.

Figure 02: Best Global Brands 2000 - 2013
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Introduction of Enterprise Resource 
Planning systems (ERP) revolutionised the 
way enterprises and enterprise processes 
worked. It facilitates information flow 
between all business functions inside the 
organization, and manages connections 
to outside stakeholders. For instance, an 
efficient ERP system can track business 
resources (such as cash, raw materials, 
and production capacity) and the status 
of commitments made by the business 
(such as customer orders, purchase orders, 
and employee payroll) no matter which 
department has entered the data into the 
system. This IT surge led to companies 
adopting business process automation, 
modelling andsystems to make them 
more connected to real-time changes and 
information.Iformation, Communication 
and Technology (ICT) are now very much 
an integral part of every-day life.

Since the last few years, it has become 
difficult to imagine life without mobile 
phones. Mobile Banking and Cloud 
Computing are changing the way the 
world does business today. Technology has 
shortened the distance between cultures, 
and made the world smaller. People can 
travel or migrate from one place to another 
very quickly. They see how people in other 
zones dress, speak and behave. The world 
is today creating one large village with 
very diversified cultures. And, ‘one global 
village, one common culture’ could soon 
become a possibility.

The business world is no different. 
During the dot-com economic bubble, 
telecommunication companies invested 
hundreds of millions of dollars laying 
fiber-optic infrastructure across the oceans 
connecting India and China to the more 
advanced industrial countries. This created 
an abundant supply of technological 
connectivity leading to dramatically 
low-cost Internet connections, data 
transmission and telecommunications. 

We wired the world so the cost to connect 
from New York to Bangalore has become 
nearly the same as connecting New York to 
California. 

Trigger 
Factors

BPM Linkages

Market 
Environment

BPR, Redesign, 
Process Innovation, 
Process Excellence

Technology 
Advancement

ERP, BPMS, BP 
Modelling, BP 
Automation

Business 
Environment

BP Redesign, BP 
Analysis, Process 
Improvements

Globalization Offshoring, BPO, 
Shared Services

Services Sector BPS, GBS, Process 
Quality 

Customer 
Demands

BPR, Redesign, 
Process Improvements

Figure 04: BPM - Triggersand Linkages

2.3 Dynamic Business 
Environment

Businesses too are becoming more 
complex. There is a changing environment 
even within companies. In the ever thinning 
margins and whimsical customers, the 
need to be agile and adaptive is important.

Coping with the complexity of today’s 
business environment is not about 
predicting the future or reducing risk. It’s 
about building the capacity, in yourself, 
your people, and the organization to 
adapt continuously and learn speedily, in 
order to maximize the chances of seizing 
fleeting opportunities (Ivey Business 
Journal).Speed to decisions assume greater 
importance.
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Given diversity in business models, 
management systems, employees, 
customers, suppliers, and socio-political 
systems, today leaders must respond to an 
ever-increasing variety of often-conflicting 
demands from multiple stakeholders. Given 
the ambiguity in which most businesses operate 
coupled with an overload of information, 
often with conflicting data points, it is hard 
for business managers get insights that can be 
applied judiciously. This demanded newer 
ways to collate and collect information 
that is being generated through the various 
business processes. This created quite a 
few changes within organizations through 
business process redesign, analysis, and 
reporting.  When accessible and available 
data is combined with easy-to-use analysis 
and modelling tools, frontline workers, 
when properly trained, suddenly have 
sophisticated decision-making capabilities 
- decisions that can be made more  
quickly and problems resolved as soon as 
they crop up.

Changing regulation changes the business 
model very rapidly. Introduction of 
regulators in virtually all sectors of the 
economy has changed the way companies 
now have to interact with the customers 
and change their offerings. For instance, 
Reserve Bank of India has asked all banks 
in India to replace the existing magnetic 
stripe credit and debit cards with the more 
secure  chip-based cards  by 30 November 
2013.

2.4. Globalization

Globalization, the new buzz word that 
has come to dominate the world since 
the nineties of last century has added its 
share of challenges and opportunities to 
the BPM mix.Increased reliance on the 
market economy and renewed faith in the 
private capital and resources,  combined 
with greater access to developed country 
markets and technology transfer held out 

promise of improved productivity and 
higher living standards.

Besides growing business in trade and 
commerce, India experienced a huge 
growth in providing IT related services to 
the countries across the globe. Also, with 
Indian economy progressively opening 
up from 1991, the growing population 
suddenly became a competitive advantage 
with vast English speaking talent pool 
becoming available to overseas markets 
for a cost arbitrage.With Globalization, 
came Business Process Off-Shoring, 
Outsourcing and a whole new way of 
looking at BPM.

In his book The World is Flat, Thomas 
Friedman  advocates the perceptual shift 
required for countries, companies and 
individuals to remain competitive in 
a global market, where historical and 
geographical divisions are becoming 
increasingly irrelevant. PankajGhemawat, 
a global strategist argues that in a world 
that is neither truly global nor truly local, 
companies must find ways to manage 
differences and similarities within and 
across regions.

2.5. Growth and Focus  
of Services Sector 

There are two very important perspectives 
for the BPM triggers from the services 
sector and staff functions: 

•	 BPM, as it originated, whether from 
the days of Adam Smith or Frederick 
Winslow Taylor, obviously focused 
process improvements and innovations 
on manufacturing, engineering and 
shop floor management and related 
functions of an enterprise. So by 1960s 
and 70s, manufacturing processes had 
advanced immensely to make them 
more systematic and process driven. 
Services sector or staff functions have 
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gained their attention and focus only 
in the last two decades and hence, 
have started applying the best-in-class 
manufacturing practices to Service 
sector, and progressively, though 
slowly, to staff functions

•	 From 1980s, the bourgeoning services 
sector starting with the Banking, 
Financial Services & Insurance 
segments transformed the business 
world and the way business was 
conducted across the globe. Also, the 
challenges in the services sectors and 
functions as well as the white collar 
knowledge workers were very different 
as they were not exposed to the 
rigor as the core business functions/ 
processes like production/ assembly 
lines and the blue collar jobs/ workers 
were subjected to.

The National Accounts classification of 
the services sector incorporates trade, 

hotels, and restaurants; transport, storage, 
and communication; financing, insurance, 
real estate, and business services; and 
community, social, and personal services, 
and in some cases, even construction.

One way to look at the structure of an 
economy is to compare the shares of its 
three main sectors—agriculture, industry, 
and services—in the country’s total output 
and employment. Initially, agriculture is a 
developing economy’s most important 
sector. 

But as income per capita rises, agriculture 
loses its primacy, giving way first to a rise 
in the industrial sector, then to a rise in the 
service sector.

These two consecutive shifts are 
called industrialization and post-
industrialization.

All growing economies are likely to 
go through these stages, which can 
be explained by structural changes in 
consumer demand and in the relative 
labour productivity of the three main 
economic sectors. (Development 
Education Program, The Word Bank)

Over the last 10 years – from 2001 to 2011, 
the share of services sector in India has 
been growing from 50.1 of GDP to 58.2% 
of GDP.

Figure 05:Changing structure of Employment during Economic Development
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The Economic Survey of India, 2012-13 
mentions that India’s services sector has 
emerged as a prominent sector in terms of its 
contribution to national and states incomes, 
trade flows, FDI inflows, and employment. 
The growth story overall and services 
of world and India in the 2000s began 
from almost the same level of around  
4 to5 per cent in 2000. 
Since the Services Sector is not producing 
any commodity, its products are all 
“soft”, not requiring the complex chain of 
manufacturing and distribution. All the 
complexity there is, exists either within the 
processing or establishing a supply chain. 
This makes the services sector ideal targets 
for BPM.

Even in product and manufacturing 
companies, progressively, costs of service 
functions have disproportionately gone 
up, not only due to automation and 
mechanization on the shop floor, but also 
due to new functions emerging in supply 
and distribution chain. Engineering, 
design and development services have also 
become the focus to deliver speed to market 
and value to customers and corporations.   
But over the years, India’s overall and 
services growth rates have outpaced those 
of the world. Interestingly, India’s services 
growth has been consistently above its 
overall growth. Thus, for more than a 
decade, the services sector has been pulling 
up the growth of the Indian economy with 
a great amount of stability.

Source: UN National Accounts Statistics accessed on 4th January 2013
Figure 06: % Share - Services Sector to Overall GDP

Recently, Reuters reported that Britain's huge service sector rounded off its ‘strongest’ 
quarter in more than 16 years (October 3, 2013).

The comparisons with some of the major countries are shared as per the graph below:

Figure 07: Economic Survey of India – Growth Rate of Services GDP  
& Overall GDP (India & World)
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In fact, this publication, for simplicity 
and lucidity of understanding, has 
focused its scope of coverage to all 
functions and processes within the 
service industry (core as well as staff) 
and all staff functions/processes of all 
industries (Primary, Secondary, and 
Services Sectors).

2.6 Customer Demands

We live in an ‘aware’ world now. People 
are lot more demanding. Demanding 
their rights, better governance, better 
accountability, better environment. The 
balance of power has surely shifted from 
supplier to the consumer. It is no more 
about selling products and services, but 
about creating a great overall customer 
experience. Customers are now in the 
driver’s seat, expecting an experience that 
is targeted to their demands.

In the world today, most customers look 
for reliability and quality, often because 
the customer’s own business may depend 
on it. These customers may choose the 
most reliable offerings over those with 
the lowest price. The supplier’s ability to 
innovate to meet customer specific needs 
is very important to today. And finally, a lot 
can depend on the transaction orientation 
of the customer. Those familiar and 
comfortable with on-line purchasing may 
fine conventional sales-men driven efforts 
irksome.

A pair of terms that are often used 
interchangeably are Customer Needs 
and Customer Wants. Our needs make 
up our essentials kit while our wants are 
supposed to be the desires we have for 
non-essentials. Great examples could be 
high end cars, fancy electronics, exotic 
holidays and fashion jewellery - our wants 
are infinite. Needs are easier to define but 
vary according to a person’s age, physical 
environment, health and many other 
factors. Need and wants are relative - what 
may only be a want for a poor person may 
be a need for a rich one.Also, what may be 
a want at a point in time, may be a need at a 
different or later point in time.As Hammer 
said, “Process improvements come from 
“walking in the customer’s shoes”, finding 
out what it is that customers really want, 
and then designing processes to meet that 
demand”.Focus on new business models, 
operating models and structuring models 
came part of business diaries to innovate 
a whole new way of meeting customer 
demands.


