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Centralize, Decentralize, Federate… Efficiencies or Innovations…



The Power of “AND”
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Swinging the Pendulum  Leadership sees excess IT costs, periodic failed projects, lack of control and pushes to centralize operations.  Centralized functions achieve cost savings but at the cost of responsiveness, innovation, alignment to business objectives.  Business unit leaders chafe at lack of responsiveness and demand more autonomy and control.  Decentralized functions increase responsiveness but introduce redundancy and inefficiencies.



 and back we go…



3



Our Challenges  How do we make our teams more responsive to business and regulatory needs AND deliver value more reliably and consistently?  How do we promote innovation AND ensure we follow well-founded patterns and guidelines.  How can we leverage the accumulated knowledge of our teams AND keep teams lean and focused.
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Who is Wells Fargo?  Founded in 1852  $1.8 Trillion in Assets  Over 265,000 Team Members and 70MM Customers  Approximately 90 different businesses including (banking, insurance, investments, mortgage, and consumer and commercial finance)  Over 8,700 locations and 12,800 ATMs  1:3 households are served by Wells Fargo



 World’s Most Valuable Bank  #1 Mortgage Lender and Servicer



 #1 Used Auto Lender  #1 Private Student Loan Provider 5



Our vision: “We want to satisfy all our customers’ financial needs and help them succeed financially.”
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The Journey  Background  Call to Action  CoE Design  Implementation Challenges / Overcoming Objections



 The Benefits  Q&A  Closing Comments
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Background for BPM at Wells Fargo Consumer Lending Technology  The Good – Several high profile successes



– Many quiet successes – Informal but intensive collaborations



 The Bad – Highly redundant operations – Inconsistent and weak use of performance monitoring – Long lead times for new projects



The Ugly – No standardizations – Pockets of failed projects 8



The Journey  Background  Call to Action  CoE Design  Implementation Challenges / Overcoming Objections



 The Benefits  Q&A  Closing Comments
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The Call to Action



 Leadership Concerns



 Corporate IT Directives  Cloud Strategies
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BPM CoE Lays the Foundation for Key Success Patterns and BPM adoption… Aligns BPM Program with Key Business strategies



4



Delivers business value early, consistently, and frequently



2



Links process performance to overall business results
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Builds and evolves BPM skills within core team
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Infuses BPM capabilities within the business
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Establishes scalable and sustainable delivery capability



BPM Maturity



1



How do we get started on our first BPM Project?



How do we become self-sufficient on multiple BPM projects



How do we scale up, sustain results, and evolve our capabilities to meet companywide demand?



Time
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CoE Setup – Typical Steps Analyze, assess, define Smarter Process CoE vision, mission, and charter Select the CoE style(s) Conduct gap analysis by using IBM BPM capability model



Create a standardized delivery methodology framework Create and enforce best practices, guidelines, and standards



Staff the CoE according to evolving needs



Establish a CoE communication framework



Establish a CoE services catalog



Document key success factors, monitoring, and reporting needs



Document a BPM, SOA and ODM governance models & processes Establish a formal demand management process



Enable systematic business process discovery and decision point discovery Link program to the Enterprise/Process architecture function Build skills and transfer knowledge



Ensure a shared infrastructure meets the program needs Document an education/training plan



The Journey  Background  Call to Action  CoE Design Recommendations  Implementation Challenges / Overcoming Objections



 The Benefits  Q&A  Closing Comments
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BPM Capability Model for CLT Level 3 Standardized



Level 2 Managed



Level 1 Initial



12m



Trial and Error 











Apply and Learn Best Practices



24m



Scale to Program







Large gap between expected and realized benefits from BPM



Learn by doing and start harvesting best practices on projects







Repeatable practices:  Formalized method start buildingLoB the Staff via and standardized end-Accelerator  Business process Simple Process ability to repeat to-end practices improvement driven successful projects by by strategy and  Establish a shared applying best practices business architecture BPM governance (value chain analysis) Lack of discipline and model standardization to  Quantitatively  Maximize ROI from ensure best practices managed at an BPM by accelerating are applied on each enterprise level BPM adoption project (mapping enterprise  Manage project metrics to divisional No formalized method portfolio metrics to process Build generic metrics)  Manage reuse BPM/process improvement skills as  Master delivery to well as product-related support program skills (leverage  Introduction of a capabilities of BPMS Business Process tool) Architecture



Inconsistent management and result: success mainly depends on the capacity of different project teams to climb a steep learning curve quickly while taking correct process design decisions right from the beginning







Initial experience very valuable if it can be reused (but continuity not guaranteed)







Desire to learn







 



Current Level



Standardize as a way to scale with predictable quality and cost



Enterprise Adoption



Uncoordinated and unstructured BPM efforts







Level 5 Business Transformation



Level 4 Enterprise Process Optimization



Required level short-term







Continue process improvement at enterprise level with strategic objectives in mind



Process-Oriented Corporate Culture 



Achieving continuous improvement with BPM is part of enterprise culture







BPM part of strategic management







BPM metrics used in reward system (incentive management)







Long tail accelerates adoption by the business



Required level longer-term 14



Recommended BPM CoE Style for CLT “The CoC Community”



“The Committees” Federated



Highly collaborative decision making model that considers many stakeholders points of view



Highly collaborative projects focused on process optimization and execution



BPM CoE Styles “The Experts”



Centralized



Specialists focused on making projects successful through promoting best practices and thought leadership, enforcing standards and building skills with implementation support



IT-led



“The Drivers”



Focused on centralized process governance and ownership, prioritizing initiatives and aligning various projects



Business-led 15



CoE Mission Statement 



The Mission of the BPM Center of Excellence is to:



• Increase speed to market for BPM applications by providing CLT with a shared infrastructure on which to build and manage business process automation and by providing a Development Factory for the design, development, delivery and support for simple-to-medium complexity BPM applications • Ensure all BPM initiatives leverage, on a fit-for-purpose basis, the accumulated modeling and implementation best practices, patterns and shared assets to speed application delivery, increase quality and reduce the cost to enable automated business processes • Provide increased awareness of the unique value and utility of BPM and the BPM initiatives throughout Consumer Lending • Provide a common forum for discussion and collaboration among BPM practitioners to advance and mature the BPM capabilities across the organization • Provide CLT with a flexible, business-configurable platform on which to build and manage simple business processes 16



BPM Application Landscape



Dedicated TOG Application Development Teams



BPM CoC Factory Development Model



LoB Staff via Simple Process Accelerator



Wells Fargo and IBM Confidential
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Proposed BPM CoE Organization Design Design Objective “The Expert” Characteristics – Key CoE component that centralizes the expertise



“Federated” Characteristics – Key CoE components that support the LoB application ownership model



Design Characteristic •



“Hub” organization with key full time resources



•



Formalized standards, pattern and asset repositories, education, governance, and vendor product direction



•



Liaison with key organizations to establish strong collaborative working relationships



•



CoE resources seeded in large projects and key initiatives to bring expertise to the LoB’s, leveraging knowledge and harvesting assets for re-use across CLT



• Sponsorship committee provide CoE direction and guidance • Lending BPM forum to facilitate sharing information and best practices • Key CoE resources seeded in projects partnering to build applications and transferring knowledge to the LoB’s • Model components to address the three process complexities on the process complexity curve • High complexity processes addressed with CoE seeded experts • Medium complexity processes addressed with a factory model • Simple complexity processes addressed with a model allowing the business to “build their own” processes



Wells Fargo and IBM Confidential
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CoE Organization CIO CLT Sponsorship Committee



Liaison Areas



BPM CoC Lead



Rules Framework



LENDING BPM Forum Implementation Manager



UI Framework



BPM Methodologist



BPM Practitioners BPM Analyst



BPM Architect



Lending Grid Services Integration



BPM Infrastructure Team BPM Developer(s)



BPM Integration Developer(s) PMO



BPM Tech Lead



Project Manager



Infrastructure Architect



Infrastructure Specialist



BPM Admin



Application Team(s) – Factory Development Model BPM Tech Lead Project Manager



Solution Architect



Vendor relationship Management



BPM Analyst



DBA



Technical Liaison



Developer(s)



Tester(s)



Application Team(s) -- LoB(s)



CoC Seeded Resource(s) CORE CCS



BPM Analyst



Enabled by Simple Process Accelerator



. .. .



LoB Business Process Analyst(s)



* External to CoC organization



* Resources staffed from the BPM CoC or aligned with it.
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Standards and Best Practices  Harvest best practices from within and from outside the organization, document and socialize  Establish a shared asset repository for tools, tool kits, code snippets, examples i.e. SharePoint, Process Center, Code Repository



 Adopt fit-for-purpose guidelines for each component. Leverage IBM guidance where available.  Design and enforce standards not just to promote consistency and reuse but also to make the known things easy and to give you time to address the new and unknown. This is where innovation occurs. 20



Learning & Development  Clearly lay out the roles and responsibilities of the resources needed for BPM projects. Provide guidance when considering project size and scope.  Establish an education roadmap that follows potential career paths. – BPM Analyst I -> BPM Analyst II -> BPM Consultant – BPM Developer -> Sr. BPM Developer -> BPM Technical Lead -> BPM Architect



 Develop internal training for regularly needed subjects. Identify trusted training sources and courses to augment with more specialized training. 21







Governance Integrate the BPM governance model into business governance: – – – –



Organizational Change Center of Excellence, education & training Funding Models Portfolio Management across the Line of Business layers – Enabling process composition across organizational units and managing policies from the business layer to the operational layer – Includes Process Governance







BPM Governance – portfolio level



• Process Modeling Services • Metadata Model • Organizational Change • Human Collaboration • Portfolio Management • Risk Management • Solution Change/Configuration Management



Process Governance governs the lifecycles Process Governance – resource level of discreet process ownership (Model, Assemble, Deploy, Manage). • Registry & Repository Support – Pertains to the design, development, • Policy Lifecycle Management deployment and management of discreet • Change Management processes in a project based methodology • Process Lifecycle Model – Includes process contracts, SLAs, etc that • Service Level Agreement align with the holistic smarter process governance requirements • Dashboards & Other Presentation • Decision Rights Management – Includes policy management pertaining to how processes are designed and managed (including runtime )



Delivery  Define the engagement and operating model(s) of the CoE – Define when and how to engage the CoE – Establish dedicated liaisons to/from large BPM federated projects and technical partner teams – Establish and project review milestones and cadence



 Establish and foster a BPM Community – Regularly share the results of projects (successes and stumbles)



– Introduce the community to new tools and techniques – Keep the community connected with the product – Recognize individuals and teams for accomplishments and contributions to the community. 23



Platform and Infrastructure  Lower the barrier to entry and increase speed to market by establishing BPM PaaS  Build, train and develop a BPM Admin support team that is responsive to a growing number of BPM teams and initiatives.  Provide sufficient access to sandboxes to allow developers space to experiment, try new features, understand the configuration.
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The Journey  Background  Call to Action  CoE Design Recommendations  Implementation Challenges / Overcoming Objections



 The Benefits  Q&A  Closing Comments
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Implementation Challenges / Overcoming Objections “Are you centralizing all BPM development?” “Will the engagement model with our business partners change?” “Will this slow us down, slow our apps down, limit our flexibility?”
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The Benefits  Eliminate duplication of efforts  Increase quality and speed by utilizing BPM best practices  More knowledgeable and capable practitioners  Rationalized applications



 Better leverage of your team’s unique knowledge and skills  Increased responsiveness for business partners  Decreased overall costs
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Questions and discussion



Take Aways  Support Innovation & Ensure Reuse  Ensure Speed & Demand Consistency  Dedicate Resources & Leverage Others  Centralized & Federated
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Thank You Your Feedback is Important! Access the InterConnect 2016 Conference Attendee Portal to complete your session surveys from your smartphone, laptop or conference kiosk. Vincent Beggs VP, Business Process Management & Improvement [email protected] Larissa Leybovich Sr. Managing Consultant, IBM Software Services
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