q

Check for
updates

Developing a Structured Approach
to Converging Business Process
Management and Customer Experience
Management Initiatives

Dino Pavli¢®™® and Maja Cukusié

Faculty of Economics, Business and Tourism, University of Split, Split, Croatia
{dpavlic,mcukusic}@efst. hr

Abstract. Both in theory and practice, a lack of a formulated structure to
facilitate integrated modeling and analysis of internal business processes and
customer experiences external to the organization has been identified by many
authors. Tackling this issue, a convergent approach aligning Business Process
Management (BPM) and Customer eXperience Management (CXM) initiatives,
is proposed in the paper, along with a full set of top-down BPM-CXM models
varying in the level of detail. To validate the proposed models, a focus group
study with experts in BPM and CXM domains was organized, and the findings
are reported and further operationalized using a tool widely used in the EMEA
region.
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1 Introduction

In practice, in the context of Business Process Management (BPM) initiatives, cus-
tomer orientation often remains a mantra, while process optimization efforts are
observed through “inside-out” perspective only, disregarding the customers’ perspec-
tive. The innovative “outside-in” approach to BPM (by actively involving the customer
as in [1]) poses a significant challenge for BPM researchers and experts who are usually
focused on process modeling and analysis, as well as for the existing BPM tools and
methodologies [2]. Recent research studies stress out the importance of involving
customers in internal BP analysis and optimization, as well as in business transfor-
mation programs [3—10]. However, there are still a number of problems that lead to
BPM and Customer eXperience Management (CXM) initiatives not being aligned in
practice, for example [11]: BPM is too oriented on cost reduction and efficiency
improvements while ignoring customer interactions; Customer Journey Mapping
(CIM) as a part of CXM initiatives is too oriented on customer interactions while
ignoring the internal processes of the organization; connections between customer
journeys and business processes are not well identified; customer journey maps are not
standardized; functional silos are not cooperating well; and the key performance
indicators (KPIs) between departments are misaligned. One of the reasons for this
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misalignment is a lack of a model or a structure for integrated modeling and analyzing
of internal business processes and customer experiences external to the organization
[12-15], a topic that this paper addresses directly. The concept of BPM-CXM con-
vergence has been presented earlier (in [16]) while this paper develops it further and
presents the results of its evaluation by experts.

The second section of the paper describes the approach to designing BPM-CXM
convergence, taking into account the “outside-in” approach to BPM [1] and building
around a well-established BPM lifecycle [17]. It also outlines the feedback from a focus
group study that was conducted with the view to demonstrate the feasibility of the
concept with experts from the EMEA region. The third section of the paper provides an
operationalized top-down view of the convergent approach following the same struc-
ture, manifested in several models developed using a tool widely popular in the region.
The fourth section of the paper provides plans for further work and concludes the

paper.

2 Designing BPM-CXM Convergence

2.1 State-of-Art in BPM-CXM Convergence

The convergence of BPM-CXM presents a new concept addressed by several authors
and papers that point out the need for research in this field, in particular [8, 11, 13, 15,
18]. The general idea is that the identification, discovery, analysis, redesign, and
control of processes should be performed in convergence with identification, discovery,
analysis, redesign, and control of customer experience, and not independently [19]. On
the one hand, Gloppen et al. [8] promote the strategic use of customer journeys for
innovation and business transformation in particular, while on the other, Kumar et al.
[20] emphasize BPM as a key factor in achieving customer satisfaction. To overcome
this and change the “traditional” end-to-end approach to business transformation,
Richardson (in [1]) proposes using a specific type of targeted modeling of customer
touchpoints with the organization, and their analysis and optimization in the context of
internal organization. This particular standpoint is favored by the authors of the paper,
as demonstrated further in the proposed operationalized, prototyped solution in Sect. 3.
By incorporating elements of CXM in the proposed solution, customer journey map-
ping, in particular, a new “outside-in” modern approach to BPM is implemented.

Apart from identifying the need for a structured approach for BPM-CXM con-
vergence in the available literature, related issues (listed as in, e.g. [11]) were observed
by authors of the paper in several business transformation projects in large companies.
Consequently, the operationalization and evaluation of BPM-CXM convergence model
constitute the main contribution of this research study.

2.2 BPM-CXM Convergence Concept

To formulate and structure the BPM-CXM convergence, design science approach is
used [21] as a research framework. Standard phases were followed (identification of the
problem and motivation, definition of the objectives of a solution, design and
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development, demonstration, evaluation, and communication) during several workshop
events during 2018 when there were multiple iterations of literature analysis, objectives
definition, and model formulation with BPM experts resulting in a high-level concept
(presented in [16]) structured around BPM lifecycle and related descriptions and top-
down models. BPM-CXM convergence concept (Fig. 1) was the main starting point for
discussions as it is structured in a way that would facilitate integrated analysis of
customer experience and internal business processes. In general, customer experience is
designed and analyzed by using customer journey mapping (as suggested by [22]),
which is used as an input for BPM initiatives — from strategic identification of pro-
cesses for initiating BPM initiatives, to analysis and optimization of processes [19, 23—
27]. BPM-CXM convergence approach should reflect the way customer experience can
be perceived and analyzed through the whole BPM lifecycle [28]. That is why the
proposed concept lays precisely on those foundations — it is based on standard BPM
lifecycle [17], and is developed further and operationalized (as in Sect. 3). It reflects the
focus on the analysis of touchpoints between the internal organization and the customer
external to the organization combining best practices from BPM and CXM.
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Fig. 1. BPM-CXM convergence concept (based on [1, 17, 28])

2.3 Evaluation of BPM-CXM Convergence Concept with Experts

A focus group workshop was organized in March 2019 with the purpose to collect
target audience (experts’) opinions and attitudes about the proposed convergence
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concept, related issues and model prototypes. As such, it constitutes an integral part of
the design process. Since the required knowledge and experience is very specific, the
criteria for expert selection were: at least 10 years of work experience in BPM or CXM
projects combined, at least two years of experience in each discipline (BPM and CXM
projects), regional experience (conducted BPM or CXM projects in at least three
countries), and experience in at least three different industries.

Within the network, there were six experts that fit the profile. As all the experts
have worked on projects in the EMEA region (primarily in Croatia, Serbia, Bosnia and
Herzegovina, and Montenegro), the results of the study reflect their understanding and
experience that cannot be easily generalized to other regions. However, in terms of the
industries, they have worked in various industries, including finance, gas and oil, local
government, transport, logistics, trade, telecommunications, and IT. Basic sociode-
mographic data about the experts are presented in Table 1.

Table 1. General characteristics of the six experts that participated in the focus group

Gender | Education | Role Work experience
Expert 1 | Female | MBA Head of project management department | 20 years
Expert 2 | Male | MCS BPM consultant 10 years
Expert 3| Male | MCS Management consultant 13 years
Expert 4 | Female | MCS Head of organization department 12 years
Expert 5| Male |MCS Management consultant 11 years
Expert 6 | Female | MBA Management consultant 22 years

Although the structure of the session was preset, the format was kept flexible, to
allow the conversation to develop naturally and to elicit views and opinions. Over the
course of three hours, the participants were asked 40 questions split into three parts
(Expert background, Current state of BPM & CXM initiatives, and BPM-CXM con-
vergence approach discussion & design). The participants were first presented with the
focus group purpose and protocol and then were given an overview of the BPM-CXM
convergence approach, which included the high-level introduction to the proposed
method, as well as all of the operational details (e.g. phases, models, objects, attributes
etc.). They were given a short introduction for each question (question examples:
Would you adjust the proposed mathematical formula? Would you adjust, edit, or
remove any of the elements of the proposed customer journey map?) and enough time
to discuss it with other participants and note their individual and consolidated answers.
After the focus group, written transcripts by the moderator as well as the participant’s
notes were analyzed and synthesized in a presentable form.

Within the following paragraphs, consolidated views of the group are presented
following the same structure used during the session. Generally, in terms of the
problem and motivation of the study, there was a strong consensus, and in terms of the
suggestions, all experts contributed considerably and helped to formulate the top-down
model prototypes that are presented in Sect. 3. The choice to present the prototypes in a
separate section was made due to two different reasons: to differentiate between the
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elicited feedback from the experts presented in Sect. 2 and additional (technical)
commentary provided by the authors of the paper that accompanies the prototypes in
Sect. 3; and to provide an operational view on the concept in its entirety. However, the
two sections are strongly interrelated with references where appropriate.

Current State of BPM and CXM Initiatives

BPM Initiatives as Enablers of Amazing CX. All experts agree that at the moment,
BPM initiatives do not put enough focus on CX. They are missing information about
the actual CX and CX KPIs. There is no proper way of getting the real data about the
CX and pairing them with the internal process models. BPM experts are too focused on
internal business processes, while communication with CX departments and customers
is something that is missing within BPM initiatives. Internal processes are only con-
sidered in the context of CXM if a customer is complaining — this is too late since the
negative experience already occurred. Overall, there is a consensus that BPM initiatives
are not set up as enablers of an amazing CX.

Focus of BPM Initiatives on CX. There is agreement that BPM initiatives are only
sometimes focused on achieving customer’s satisfaction. There is a lack of involve-
ment of the CX departments and customers within BPM initiatives. At this point, BPM
initiatives are focused on the internal processes and achieving process excellence
without actually considering the external/customer perspective. From a theoretical
perspective, BPM initiatives are almost always focused on customer satisfaction;
however — in real life, this focus often does not exist.

Customer Focus within Business/IT Transformations. Similarly, experts report that as
a part of business/IT transformations, customer focus often remains just a phrase since
no CX departments or customers are involved. Customer focus often is the main driver
for business/IT transformations however when it comes actually to perform the
transformation, the real link between “classic” BPM, CXM, process execution, and
performance management is missing. Customers are often a trigger to start an internal
process or IT transformation; however, they are not given enough attention during the
transformation process itself.

Alignment of BPM and CXM Initiatives. Experts also agree that BPM and CXM
initiatives are not aligned and well-coordinated, and this should be improved. It is
mainly due to management vision not being defined in a way to support and encourage
the alignment. One of the challenges is in getting the real data from the process
execution as well as real data about the customer experience and performing consol-
idated analysis with internal process data.

Alignment of Goals and KPIs of BPM and CXM Departments. Furthermore, BPM and
CXM departments are considered as not aligned by experts. BPM and CXM depart-
ments usually have a completely different strategy, goals, and KPIs.

Communication Between BPM and CXM Departments. Another issue regularly
observed by the experts is that BPM and CXM departments do not communicate
regularly, and they see this would need large improvement. Quality of communication
between BPM and CXM departments should be improved as well.
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BPM-CXM Convergence Approach Discussion and Design

Structure of BPM and CXM Lifecycle. Experts find that the proposed BPM-CXM
concept (presented Fig. 1) is well structured to support the BPM and CXM conver-
gence considering that CX is introduced as a part of BPM lifecycle.

CX Landscape Positioning Within the Virtual Organization Model. As a part of the
“virtual organization” (a term used to denote entry-level models in BP repositories),
business process landscape and CX landscape provide a clear entry point to the more
detailed models (top-down approach). It was agreed that Customer experience should
be placed within a new, separate quadrant of a virtual organization (as further opera-
tionalized in entry-level model prototype in Sect. 3).

Scoring the Overall Customer Experience of Customer Journey. Experts suggest that
the overall customer experience of a customer journey should be calculated as an
average of overall customer experiences on each touchpoint, which is a part of the
individual journey. They propose to build a script for automatic calculation within a
BPM tool.

Elements, Attributes, and Color Coding of a Customer Journey Landscape. Attribute
naming and color-coding of a customer journey landscape model (presented in Sect. 3)
were evaluated as clear and appropriate. Elements and attributes of customer journey
landscape were also assessed as well structured. It was proposed and agreed that the
overall customer experience of a customer journey landscape should be calculated as an
average of overall customer experiences on each customer journey, which is a part of
the customer journey landscape.

Elements, Attributes, and Color Coding of a Customer Journey Map. Attribute naming
and color-coding of a customer journey map (model presented in Sect. 3) were also
evaluated as clear and appropriate. Elements and attributes of a customer journey map
were assessed as well-structured. As an addition to the proposed elements of the
customer journey maps, input/output data/cluster were suggested to be added. Within
customer journey maps, it was suggested that color indication of the overall experience
should be visible on individual touchpoints, as well as customer journey steps.
Touchpoints are the “real” connection between the internal organization and the cus-
tomer external to the organization, and therefore are more relevant for scoring
representation.

Customer Journey Landscape and Customer Journey Map Ownership. The experts
suggested that customer journey owners and business process owners should be sep-
arated, like front-end and back-end in software development, however, that they
should communicate regularly to make sure their goals are aligned. Also, there could be
separate ownership roles for customer journeys and customer journey landscapes.
Considering that the customer journey owner should enforce the will of the customer
within the internal business processes, customer journey owner and business process
owner should not be the same person and should align and communicate regularly.

Elements, Attributes, and Color Coding of a Customer Touchpoint Allocation Dia-
gram. Elements and attributes of customer touchpoint allocation diagrams were
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assessed as well-structured. Attribute naming and color-coding of a customer touch-
point allocation diagram are also considered clear and appropriate. Out of 2 proposed
options, option 2 of the proposed touchpoint allocation diagram was selected as pre-
ferred one by experts and is presented in Sect. 3. It was agreed that customer expe-
rience of the individual touchpoint should be calculated by considering the customer
feeling and adding a weighting factor/ponder (importance to the customer).

Setting Up an Indication of Customer Experience Related to Certain Internal Business
Processes. Overall customer experience linked to an internal business process was
agreed to be calculated as an average of customer experience of each touchpoint that is
a part of the individual internal business process. Also, the script for automatic cal-
culation would be then necessary to be developed and implemented within a BPM tool
in order to represent the impact that certain internal business processes have on positive
or negative customer experience. The script could be triggered on an hourly basis.

Establishing a Link Between the BPM and CXM Initiatives by Indicating the Customer
Experience Levels on Value Added Chain Diagrams. Proposed value-added chain
diagram which includes customer experience layers and indication (as in Sect. 3),
experts agree, would bring various benefits in terms of BPM-CXM alignment com-
pared to the standard value-added chain diagram. By using the proposed method, they
agree that there would be a clear link established between the BPM & CXM initiatives,
BPM initiatives would be more focused on the customer, and internal resources would
be spent more optimally. Also, by using the proposed method and formula within the
value-added chain diagrams indicating the associated customer experience, focus on
the experience while analyzing the internal business process would be achieved. An
internal business process model, value-added chain, which includes the information
and indication on the status of customer experience, is found to be the most beneficial
part of the proposed BPM-CXM approach.

Benefits of the Proposed BPM-CXM Convergence Approach. Here, experts confirmed
and found multiple benefits of including customer touchpoints within both high level
and detailed internal business process models. They believe that the proposed
methodology ensures better process optimization as it would combine both internal and
external views on the process. Furthermore, it would ensure better alignment between
the classical BPM and CXM approaches. BPM-CXM convergence would ultimately
lead to focusing BPM initiatives on those business processes which would have the
greatest impact on CX improvement. It would point out that everything that a company
or its resources do affect the customer. Internally, the customer would “become alive”
as experts state. The proposed approach would enable customer-experience-driven
internal business process optimizations as well as achieving true customer focus. It
would ensure better alignment between the internal and external view on the processes,
thus helping to optimize the processes that would ultimately serve customers in a better
way.

Indicators to Measure the Effectiveness of BPM-CXM Approach. The effectiveness of
the proposed BPM-CXM approach was suggested to be measured through the
improvement of customer satisfaction. Also, another way to measure would be through
the number of detected pain points related to internal business process, number of



158 D. Pavli¢ and M. Cukugi¢

detected positive experiences related to internal business process, number of eliminated
pain points due to the internal business process optimization.

Pitfalls of the Proposed Convergence Approach. No significant pitfalls of the proposed
approach were detected. However, one potential shortcoming was identified — the
experts emphasized that the ownership roles are not clear enough. It could lead to
inadequate governance of BPM-CXM convergent approach. Another aspect that was
emphasized as important in considering and implementing the proposed structure was
the frequency of the processes that should be considered within the analysis.

3 Proposing the Set of Models for BPM-CXM Convergence

To demonstrate and operationalize the concepts presented above, and to provide a
functioning and structured convergent approach that could be used in practice, a
number of model prototypes were developed and evaluated with experts during the
course of the focus group, and are presented in this section. These model prototypes are
mapped to ARIS Value Engineering (AVE) methodology and ARIS platform [29] due
to the popularity of the methodology and tool in the region.

3.1 Structuring the Models Around the BPM Lifecycle

The models are structured around the lifecycle [17] phases (as already illustrated in
Fig. 1): (1) Internal business processes and customer experience are identified by
defining process and CX landscapes within the “virtual organization”. They are
mapped on a high level; the top-down approach is used. (2) Discovery phase includes
mapping of as-is business process models and customer journey maps. It also includes
setting up customer touchpoints as a part of customer journey maps, as well as internal
business processes. (3) Analysis phase includes analysis of internal business processes
and customer journeys, with a focus on the analysis of customer touchpoints. The
analysis phase is greatly impacted by the new approach since it includes an indication
on the level of overall customer experience being positive or negative concerning the
internal processes. (4) According to these findings and the analysis performed, pro-
cesses and customer journeys redesign is performed. (5) Process implementation and
(6) processes and customer journeys monitoring close the (iterative) model lifecycle.

3.2 Overview of Top-Down BPM-CXM Convergent Models in BP
Repository

Entry-Level Model. Entry-level model (Fig. 2) (also called “start model” or “over-
view model” [30]), in addition to five “standard” virtual organization elements as
proposed by AVE methodology (organizational view, data view and other), now
contains CX landscape included in a separate quadrant.
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Fig. 2. A prototype of the new entry-level model

This way, a virtual organization or entry-level model includes the same level of
details for both internal business processes and customer experience. On this (top) level
of detail, both internal business processes and customer experience are represented as a
landscape. When clicked on any of the two landscapes, more detailed models are
opened.

Customer Journey Landscape. In a more detailed representation, customer lifecycle
stage, and customer journeys, which are a part of the specific lifecycle are represented
(Fig. 3). Overall customer experience (CX) attribute of a Customer lifecycle stage is
proposed to be calculated as an average of Overall customer experience (CX) of all
customer journeys connected to it. Overall customer experience (CX) attribute of both
Customer lifecycle stage and Customer journey objects are used as a basis for color-
coding of those objects. The proposed method to calculate a value of a customer
experience for a single customer journey is described in the next section. The Overall
customer experience (CX) falls into ranges unanimously agreed by the experts: 6 to 10
(Very good, i.e. 5), 2 to 5.99 (Good, i.e. 4), =2 to 1.99 (Neutral, i.e. 3), —6 to —1.99
(Bad, i.e. 2), —10 to —5.99 (Very bad, i.e. 1) while the respective stage/journey color-
coding is green for very good (5), yellow for good (4), grey for neutral (3), orange for
bad (2) and red for very bad (1). On the customer lifecycle stage level, Customer
lifecycle stage owners can be defined as an object attribute. Descriptions can be added
as a model/object attribute.
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Fig. 3. A prototype of the new customer lifecycle stage model

Customer Journey Map. The model (Fig. 4) is composed of various elements
describing the journey: customer journey steps, customer touchpoints, channels, inputs,
outputs, risks, KPIs, initiatives, ownership, internal process step. Each touchpoint
contains a description and customer journey owners are defined as a model attribute.

To calculate the Overall customer experience (CX) attribute of Customer journey
object, each touchpoint within the journey (Fig. 4) is taken into consideration. The
overall customer experience (CX) of a Customer journey is calculated as an average of
Overall customer experience (CX) attributes of all touchpoints within the journey.
Attributes which are relevant for calculation within the touchpoints are Importance to
customer (CX) (5 - very high, 4 - high, 3 - neutral, 2 - low, and 1 - very low) and
Customer feeling (CX) (2 - very good, 1 - good, O - neutral, -1 - bad, -2 - very bad). The
data is based on existing KPIs, or comes from different systems, and research.

Overall customer experience (CX) of each individual touchpoint is calculated in a
following way: Customer feeling (CX) on Touchpoint X * Importance to customer
(CX) on Touchpoint X. Overall customer experience (CX) and Overall customer
experience (CX) attributes are used for grading and color-coding in the same way as
explained earlier. Each touchpoint can be (optional) a pain point, moment of truth, and
best practice. Those three are represented with icons below touchpoints. Customer
touchpoints which are also pain points are expected to have Customer feeling (CX) of
Very bad (1), while Customer touchpoints which are also moments of truth are
expected to have Importance to customer (CX) of Very high (5).
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Fig. 4. A prototype of the new customer journey map

Customer Touchpoint Allocation Diagram. Customer touchpoints are analyzed in
detail by using the Customer touchpoints allocation diagram, containing various
standard elements presented in Fig. 5. Elements which describe a certain touchpoint
include: customer journey steps, channels, inputs, outputs, ownership, risks, KPIs,
initiatives, and internal process step.
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Fig. 5. A prototype of the new customer touchpoint allocation diagram

Value-added Chain Diagram. From the internal business process perspective, high-
level business processes are represented by using the value-added chain diagrams
(Fig. 6). They include a color indication of the Overall customer experience (CX),
which is related to the individual process. They also include customer experience
(touchpoints) layer. Based on the relation between the individual touchpoints (which
are a part of certain Customer journey) with internal business process steps (which are a
part of a certain Value-added chain diagram), the calculation is performed to determine
which internal business processes (on a value-added chain level) have the best/worst
customer experience. According to this, recommendations are given on which internal
business processes should be modified in order to improve customer experience most
effectively. The Overall customer experience (CX) on internal business process level is
calculated as an average of Overall customer experience (CX) of all Customer
touchpoints which are a part of the underlying internal business process model. The
Overall customer experience (CX) of the end-to-end value-added chain (higher level
internal business process) is calculated as an average of all connected underlying value-
added chains. The same color-coding principle is used as presented earlier within this
paper. Optionally, the number of process instantiations and/or revenue per each sub-
process (value-added chain) can be added in order to add value to the analysis.
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Fig. 6. A prototype of the new value-added chain diagram (with touchpoint representation)

Event-Driven Process Chain. On a detailed level, internal business processes are
represented by using the event-driven process chain diagrams (EPC), Fig. 7.
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Fig. 7. A segment of the prototype of the new process model (with touchpoint representation)

Other than the “regular” elements of an internal business process model, they also
contain customer touchpoints to represent the customer interactions with the internal
organization as well as the with the internal process steps. Touchpoints include a color
indication of the overall customer experience following the same color-coding principle
as above.
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4 Conclusions and Planned Work

This paper presented an effort to structure and design a BPM-CXM convergence
approach. It is focused on the design itself — problem definition and solution proposal
and development, which was presented and evaluated with a group of experts with
substantial experience in BPM and CXM fields in the EMEA region. The main
deliverable of this phase of the research is the verified and operationalized version of
the BPM-CXM structured convergence approach, including the prototype models and
recommendations for their use. Based on the feedback from the field received so far, it
is expected that this research will influence BPM and CXM disciplines by proposing a
convergence approach, but also the BPM systems used in practice to conduct BPM
projects. There are specific plans by several of the experts that participated in the focus
group to follow the proposed approach in delivering their future consulting projects
should some preconditions be fulfilled (such as customer motivation, level of
engagement of teams from both BPM and CXM departments, freedom to use the
methodology of own choosing) but they are also waiting for the implementation evi-
dence. On that note, a new phase of the evaluation of the proposed approach would
include implementation in a real-life setting in order to further test the feasibility and
value of the proposed convergence approach. The implementation and a follow-up
evaluation through in-depth interviews with international experts in BPM and CXM
fields that participate in the project are in progress. The findings would be used to
adjust the proposed work if necessary, detect issues, and measure the effects of the new
approach. In-depth interviews to evaluate the benefits of using the proposed approach
compared to the traditional BPM and CXM approached will specifically evaluate the
effects of BPM-CXM convergence approach on the internal organization, alignment of
business processes of an internal organization with the needs of the customer, and the
customer experience itself.

Multiple benefits from following the proposed approach are expected compared to
traditional BPM approaches. The expected effects would include the following:
reduction of emphasis on internal business process mapping or “modelling because of
modelling” within the BPM initiatives, reduction of functional silos effect and better
alignment between the organizational departments, improved coordination between the
organizational departments in defining the key performance indicators, increase of
innovation level in organizations, design of business processes which take the inter-
actions with the customer into the account and enable customer expectations fulfilment,
development of products and services that are really needed by the customers, rational
usage of organizational resources and more.

After validating the theses in a real-life setting, it is expected that the results will
influence BPM and CXM disciplines by proposing a new version of the structured
convergence approach and instructions for its implementation, but also the BPM
systems used in practice as these will need adjustments in terms of available models,
objects and methods as demonstrated in the paper.
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