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Process or Case 

Management? 

“BPM has reduced business agility”. Max Pucher  

Routine and Emergent Processes 

In an earlier article we wrote about the differences between Routine and Emergent 
processes and summarised these as follows: 

 

 

At the 2010 ISIS Papyrus Open House event Max Pucher’s keynote presentation 
“Adaptive Process and Empowerment” reinforced the importance of 
understanding the various “types” of process.  Trying to manage an Emergent 
process as if it was a Routine one is destined to fail. 

 

 

Routine 
Process

Occurs regularly, 
transaction-based

Pre-determined 
route/flow through 

the process

Mostly sequential 
and conditional (if, 

then) flows

Can be 
documented and 
standardised in 

detail

Resources and 
staffing can be pre-

planned

Ideal for Explicit 
Knowledge 

Management 
approaches

Emergent 
Process

May occur 
infrequently

Route/Flow 
depends on 

situation and 
needs

Many parallel and 
optional flows

Should mainly be 
documented at 

high-level

Resources and 
staffing are 

decided based on 
need

Ideal for Tacit 
Knowledge 

Management 
approaches
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Max talked about a continuum of types of process: 

 Straight-through (e.g. fully automated, e-enabled, with no human 
intervention) 

 Rigid (e.g. production processes, defined by the equipment/ 
machinery) 

 Dynamic (e.g. well-defined process sequences, but with user options to 
choose sub-processes) 

 Ad hoc or “human” (e.g. simple processes, with few steps where users 
decide what to do) 

 Adaptive (e.g. case management, where the process is goal-driven and 
specific process steps depend on situational needs and the knowledge 
of the operator, collaborating with others) 

The first three map reasonably well onto our “Routine” process type, where Max 
describes organisations as being stuck in “flowchart paradigm hell”.  These are the 
processes where a huge amount of “Process Management” thinking, tools, 
techniques and methodologies have been applied for many years now. 

Adaptive process thinking should be an area of particular interest for anyone 
involved in Case Management activity.  This applies in the public and private 
sectors (e.g. managing offenders, managing claimants, managing help-desk calls 
etc.) and ISIS Papyrus refer to the need for what they call Adaptive Case 
Management.  In these types of process there is both high process complexity and 
high process uncertainty. 

These processes still need Process Owners and, in some respects these individuals 
are even more important than for Routine processes.  The Owner should set the 
Process Purpose and ensure everyone operating in the process understands the 
desired outcomes/goals.  Process design should include a high degree of 
involvement of those operating the process; they understand its complexities and 
can help define how it should work, with an appropriate level of detail.  The final 
elements required for successfully managing this type of process are content, 
templates and rules.  Content provides the information needed to operate the 
process, templates enable users to structure their information inputs/outputs, and 
rules help define the choices to be made in the process. 

Gantt Chart, not Flowchart 

An interesting suggestion that Max made was that, instead of trying to use 
flowcharts to manage these processes, it would be more appropriate to use a Gantt 
Chart.  After all, potentially every “case” is different and that then starts to look like 
Project Management, rather than Process Management.  You could easily start 
every case with a generic Gantt Chart and tailor it to the requirements of the case.   
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Milestones on the Gantt Chart would specify key deadlines by when work needed 
to be completed, as well as quality or service goals.  Exactly what work gets done 
during each case would be governed by the rules, the needs of the case and the 
goals of the process.  Individual process operators would, given the necessary 
training, be empowered to manage the case within the rules to achieve the goals. 

Timeline
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Receive Case

Assess Risks

Collect Info

Develop Case Plan

Liaise with XYZ

Issue Plan

Goal 1

Goal 2

Goal 3

 

Manual or Automated? 

Clearly, ISIS Papyrus come at this from the perspective of automation and they 
offer a wide range of technology solutions to help organisations to implement 
Adaptive Case Management.  These cover: 

 Document design and formatting to create personalised client 
correspondence 

 Adaptive case management, comprising inbound data capture, 
directing this to the right person, having the right procedures in place 
to respond and then outbound communication 

 The automated document factory approach to execute end-to-end 
document process management 

However, even if you’re not in the market for automation tools, you can still apply 
the principles of Adaptive Case Management wherever you identify an Emergent 
process.  Don’t fall into the trap of trying to design and manage an Emergent 
process as if it were a Routine process.  Think Gantt Chart, not Flowchart! 
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Our track record 

Our consultants have been helping organisations in the private and public sectors 
to manage and improve their processes for nearly two decades.  We have 
supported European Quality Award winners in their approach to process 
management. 

We are not wedded to a particular methodology.  We help clients identify their 
improvement goals and then develop an approach to achieve these; invariably 
ensuring their people develop the skills to make further improvements themselves. 

Please contact us for more information about how we can help you to manage and 
improve your processes. 

For more information on ISIS Papyrus and their solutions for Adaptive Case 
Management, visit: www.isis-papyrus.com. Max Pucher’s personal Blog can be 
found at: http://isismjpucher.wordpress.com/  
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