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Visionary architecture
always requires good
building plans!

Find out more at:
www.ids-scheer.com/soa

That’s way it pays to use your organization’s 
business processes as the plan for your
service-oriented architecture. 

ARIS Solution for Business-Driven SOA 
Management allows you to convert 
business process models into
executable IT processes.

The integrated ARIS Value 
Engineering procedure model
helps you to create a 
comprehensive SOA repository,
enabling you to keep tabs on
your business processes and
service landscape.



BPM + SOA = Agility

The success of a company is increasingly determined by how quickly it can
react to changing market conditions with adequate products and services.
Many companies already use active Business Process Management to
increase their operating agility. While the functional description or adapta-
tion of business processes can be significantly accelerated using special process design and analysis tools, there are
often significant delays when implementing the business processes in the supporting IT landscape. 

The fixed networking of applications and process workflows on a central monolithic application structure, as propa-
gated in recent years, is extremely time-consuming and costly to modify. Missing documentation and non-transparent
IT landscapes have also helped IT act more as a brake than an accelerator. 

This is one of the reasons why the market for business management application software is on the brink of a techno-
logical paradigm shift. Service Oriented Architectures (SOA) should revolutionize the use and benefits of software in
companies. The dream of a piece of software that supports agile corporate management should become a reality. By
2010, according to forecasts by analysts at the Gartner Group, at least 65 percent of large companies will have
switched more than 35 percent of their application portfolios to a service oriented architecture. (Applied SOA: Best
Practices From the Best Practitioners, Massimo Pezzini Gartner Symposium ITXPO 2005, 7-11 November 2005, Cannes,
Franced). 

In the next five years, the biggest global companies are expecting savings of up to USD 53 billion through SOA, as pre-
dicted by the Aberdeen Group in a current IT Benchmark Report. (Fontanella, John; Saia, Rick: The SOA in IT Bench -
mark Report; Dezember 2005; Aberdeen Group). 

However, it is a widely held misbelief that SOA is, on the one hand, synonymous with web services and, on the other
hand, can be purchased as a product. The opposite is true. For SOA is primarily a management and architecture con-
cept which requires an IT infrastructure that responds flexibly to changing requirements in the corporate environment.

The corresponding system architecture concept breaks the corporate software down into functional function units,
which are executed by small software components. These functional components can be flexibly adapted to the cor-
porate requirements through model-based configuration without significant programming effort. When these func-
tional function units are automated through corresponding standard-based technologies (WSDL, UDDI, SOAP, BPEL
etc.), they are called “Services”.

On the way to SOA

Business processes as a guideline

The topic of Service Oriented Architectures (SOA) has attracted a lot
of interest in recent months. However, discussions have centered
pre dominantly on technical issues. What’s more, the actual task of
IT – that of providing support for business processes – has often
been lost sight of in the process. This ARIS Expert Paper illustrates
how technical services can be derived from business processes and
orchestrated as part of an SOA. 
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Find out :
• Why a successful SOA implementation requires Business

Process Management.

• How functional process models can be converted to techni-
cal BPEL processes.
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While an SOA is the technological basis for an agile company, it quickly becomes clear that, in addition to the basic
issue of technological implementation, the functional aspect also plays an important role. Whereas previously stan-
dardized processes were delivered as an integrated functionality of standard software, these processes can now be
designed with considerably more flexibility and thus can also be more closely tailored to the corporate strategy.

This is why Business Process Management (BPM) is a prerequisite for the reflection of functional requirements in
terms of company controlling in IT systems. 

The XML-based language BPEL (Business Process Execution Language) is also becoming increasingly important in
this context. It can be used to combine or orchestrate technical services for more complex business processes. As
the functional scope of service for activities and their chronologically-logical workflow is defined by processes, a
business process design is crucial for the successful development of a technical service architecture. The function-
al process description also determines the granularity of the services to be used or developed and thus answers the
first key question en route to SOA: “How should technical services be designed?” The functional process require-
ments are the service specifications for the technical services. Functional Business Process Management is thus the
basis for drafting and implementing an SOA. 

The effect of the SOA in conjunction with BPM is revolutionary in terms of use with application software. This is
because the combination of BPM and SOA closes the gap between the business process models of specialist depart-
ments and the diagrams of IT departments. The combination of both worlds leads to the adaptation, optimization and
control of physical processes in software systems from a business perspective. From the business process model, the
corresponding technical services are identified and combined again if necessary. SOA meets the technical prerequi-
sites for the integration and cooperation of processes across IT system boundaries. BPM aids the cooperation of serv-
ices to achieve the highest levels of efficiency and effectiveness. 

Integration of the SOA Concept into the Business Process Management Lifecycle

As illustrated in figure 1, successful Busi ness
Process Management consists of four steps.
Business Process Strategy (finding a strate-
gy) forms the basis for the design (process
modeling), implementation (transfer to IT) and
controlling (measurement and evaluation) of
business processes. How ever, Busi ness
Process Management must not be a one-off
activity. In the medium term, only a continu-
ous and self-contained BPM lifecycle will
bring sustainable com pe ti tive advantages.
The results of the controlling phase serve as
input for the next iteration in order to continu -
ously improve the business processes. Every
phase of the BPM lifecycle will also be com-
pleted during the design, implementation and
controlling of an SOA.

Fig. 1: Business Process Management lifecycle
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1 Strategy Phase

On a strategic level, it is determined what objectives should be achieved through the desired process changes, e.g.
the implementation of new products and sales channels, the consolidation of various corporate divisions, shorter pro -
cess run times or the reduction of process costs. These functional objectives are still independent of their IT imple-
mentation during this phase of the BPM lifecycle. However, without a clear corporate objective, it will be difficult to
derive specific process-based objectives later on – and these objectives form the basis for technical support for func-
tional processes.

2 Design Phase

If the strategic objectives are defined, the functional business processes and the supporting IT landscape can be doc-
umented in process models. As part of an SOA, functional processes are considered as service consumers and soft-
ware applications as service providers. Consistent service architecture planning helps to avoid using redundant serv-
ices later on. This significantly reduces implementation and maintenance costs. The processes are described during
this BPM phase against the backdrop of the future IT architecture. Thus, the level of granularity of the modeling can
be coordinated early on with the technical service orientation.

By developing technical processes from functional process records, information technology can be optimally tailored
to business-specific tasks. At the same time, standardization is achieved, which facilitates the subsequent develop-
ment and orchestration of services. 

3 Implementation Phase

During the implementation phase, existing technical services are orchestrated that are modeled on the functional
busi ness processes. The first stage is to check whether there are appropriate services for the functional function
com ponents that are to be supported. In addition to the issue of the granularity of the services, another big question
comes into play en route to the SOA: “In view of the large number of technical services, how can I maintain an over -
view and identify the correct services for the implementation of functional requirements?” Information regarding the
services available in a service repository is largely technical. Consequently, it becomes difficult to assess whether the
service offered also actually meets the requirements of the specialist departments. In this respect, it is critical to offer
a service repository that relates technical service descriptions to the functional process descriptions. 

If a service is required that is not yet offered by a manufacturer, the functional component must be developed. Existing
artifacts can be used here as input for a UML-based service implementation. Approaches such as Model Driven
Archi tecture (MDA) are increasingly important here. 

A business process is rarely “single-tracked”. Most involve branching, which is defined by specific criteria. Thus, with
the granting of credit, for example, the release hierarchies concerned will vary with the amount of credit. Accordingly,
the process will follow another course. Possible branching is defined by business rules. By explicitly defining the busi-
ness rule and disentangling it from the process definition, the process can remain untouched if the rule is changed.
Business rules consequently form an important tool for simplifying the modeling of functional processes. At the same
time, they can also be orchestrated and executed as technical services. Through reuse, a specific rule can help with
decision-making at various stages in the process flow.

4 Controlling Phase

In the controlling phase, the performance capabilities of the Service Oriented Architecture are measured in the exe-
cution system. This is the only way to check whether the defined objectives have been achieved. Process monitoring
and Business Activity Monitoring (BAM) are important for evaluating the success of the SOA pro ject and identifying
weaknesses in the IT architecture. Typical measurement categories include the frequency of service call-ups, the
duration of service execution and the intercommunication of services.
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Business process architecture as a prerequisite 

Business processes are normally modeled using a multi-level procedure. Starting with the top process hierarchy of a
company, the processes are detailed consecu-
tively. This detailing is usually carried out over
3 to 5 hierarchy levels. As part of the SOA
approach, the technical service hierarchy is
now established at the same time as the func-
tional process hierarchy. While the functional
pro cesses are compiled in a top-down
approach, the existing services are orchestrat-
ed into technical processes in a bottom-up
approach. The connections between the two
hierarchies are illustrated in figure 2.

The business processes are broken down to a
level of granularity that allows for an opera-
tional func tion to be executed by a tech nical
service. This technical enrichment of the pro -
cess description through an event-controlled
process chain (EPC) means automatic trans-
formation of the functional process into a tech-
nical BPEL process is possible. After the trans-
formation has been executed at level 1 in the

right hand pyramid in figure 2, these processes can be considered as technical “business services” at level 2.

A business service can thus call up or combine a contextually completed process. This nesting of technical process-
es means complex functional processes can be executed later. At level 3 in the right hand pyramid in figure 2, all pro -
cesses from levels 1 and 2 are combined in a superordinate process. 

The close integration of the functional processes and the technical services fulfils one of the main aims of an SOA:
the flexible and fast adaptation of IT to the continuously changing business processes in an organization.

A repository for business and IT logic

All the above-mentioned elements of an SOA work
together – starting with the functional process model
and extending to include the derived technical serv-
ices, UML-based service development and the exe-
cution of the rule by Busi ness Rules Services. If the
functional process is modified, this has a definite
impact on the orchestration of the technical services.
If the technical service calls are changed for the
worse, the value-added of the corresponding spe-
cialist department is impaired. If the busi ness rules
are changed (e.g. in the granting of credit), this must
be adapted in the process model as well as the tech-
nical execution. Time delays in synchronization
between the functional process model and technical
executions quickly lead to inconsistencies and thus
to economic problems. It is therefore advisable to
concentrate all elements of an SOA in a repository
(see Figure 3). 

Fig. 2: Hierarchy of the business services based on the
hierarchy of the business processes

Fig. 3: A repository for business and IT logic
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By merging the functional and technical SOA levels in ARIS, reciprocal dependencies become transparent and can
be controlled. At the click of a mouse, you can find out which service is used in which process. If a service fails, you
can quickly check which business process is affected and who has to be notified in the specialist department and in
the IT department. In ARIS, a comprehensive, semantic service repository is established. The largely automatic trans-
fer of ARIS process models to executable BPEL models also makes synchronization between the functional model and
technical executions much easier. 

Summary 

An SOA begins and ends with a company’s business processes. By deriving technical workflows from business man-
agement process structures and using a standardized repository for business and IT logic, the gap between the spe-
cialist department and the IT department is closed. The technical models correspond to the programmed reality and
thus lead to a high level of user acceptance. At the same time, companies are able to implement innovative business
strategies and the underlying processes quickly and flexibly.

Literature

ARIS Expert Paper

Business Process
Automation - Combining
Best and Next Practices
August Wilhelm Scheer,
Ferri Abol hassan, Wolfram
Jost, Mathias Kirchmer

Agility by ARIS Business
Process Management
August-Wilhelm Scheer,
Helmut Kruppke, Wolfram
Jost, Herbert Kindermann



www.ids-scheer.com

Headquarters

Germany
IDS Scheer AG
Altenkesseler Straße 17
66115 Saarbruecken
Phone: +49 (0)681-210-0
Fax: +49 (0)681-210-1000
E-mail: info@ids-scheer.com

“ARIS”, “IDS” and “Y” symbol are trademarks or registered trademarks of IDS Scheer AG in Germany and in many other countries worldwide. All other trademarks are the property of their respective own-
ers.

Inventory Number SOA 0607-E-EP Copyright IDS Scheer AG 06.2007

ARIS Expert Paper

����
�������	


����
����


