7 Business Model Documentation


7.1 Introduction





The Enterprise Modeler has extensive documentation capabilities. Many forms of business model documentation are available to the end-user in the form hypertext enabled online help, just like standard Baan online help, but the content is company or site specific. This complements a business model to a level where it can truly become a central, dynamic, real time and on-line repository of the collective knowledge employees and consultants posses about a company. Perceiving a Business Model as such a knowledge base is a very important mindset to have. Successful implementation of the Enterprise Modeler depends for a large part on how well participants understands its use and purpose, and on whether or not or the business model is accepted as the central point of documentation of this collective knowledge of a business. This documentation of course does not consists only of text. By far the largest part of knowledge is embedded in the functional, organizational and process model, but the text tools allow you to fill the holes in a narrative fashion, and it allows you to give the model more depth. I.e. it makes the model complete. 





7.2 General Documentation Structure





Within a business model their are 3 levels of documentation. From top to bottom there is: business function documentation, business process documentation and activity documentation. Their are two types of documentation. For processes and activities there is activity work instructions help (maintained in the repository) and activity implementation help (maintained from reference or project model). For business functions there is General Function Help (maintained in the repository) and Specific Implementation Help (maintained from reference or project model). There is also organizational model documentation, but it cannot be accessed by the end-user. The only documentation types and level directly available to the end-user from the workflow dialog screens are activity work instructions and activity implementation help. But within the text editor there is an easy utility that allows you to include hypertext links to process level work instructions  and function level general function help. Through these hyper text links on an activity documentation level, a lot of other model documentation can be accessed, from the bottom up and from top down. In order to make as much business model documentation available as possible from any work instruction, the following standard hypertext documentation links are recommended by documentation level. The following documentation structure only applies to repository level documentation (activity and process work instructions and general function help). At this moment the same basic structure cannot be applied to implementation documentation (activity and process implementation help and specific function help), because the automatic hypertext links can only be created to repository function and process text. 
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Figure 31: Business Model Documentation Access Path.





The basic hypertext links are all ascending links, starting at the activity level, going up to the process level, and from there going up to the function and parent functions levels. With every step up you broaden you scope of vision, because you are basically zooming out. The basic hypertext links are drawn with single arrows, because there is always only a single parent entity for a child entity, so only one ascending hypertext link is required per documentation level. In order to have most documentation accessible from any activity work instruction, you will need to establish the basic as well as the optional hyper text links. The optional hypertext links are all descending. They allow you to turn around and go back down in a different direction, thereby giving you indirectly access to most business model documentation from any starting point. The descending hyper text links are drawn with double arrows, because a parent entity can have multiple children. There are a couple of missing links that would make this picture complete. You would truly be able to access all other documentation from anywhere (indirectly) if you also could create automatic hypertext links to activity work instructions. That way you could enhance the documentation structure by allowing the user to  zoom back into activity work instructions from process work instructions, and you also could define lateral links between an activity work instruction and its preceding and succeeding activities, thereby allowing for quick navigation through all individual activity work instructions of a process. And last, it should be possible to build the same structure with implementation documentation and define hypertext links between work instructions and implementation documentation on any level. 


Establishing this documentation structure fully leverages the power of business model documentation, but it requires quite a bit of setup and maintenance. It would be very useful to have a system utility that would build the documentation structure automatically, by automatically adding the links to the bottom of existing text records or create new text records, in case an entity doe not have one. In case standard links are already there, they should be removed and recreated. All necessary data to automatically create the above structure is available within the standard Enterprise Modeler tables.





The following sections list by documentation type and level what should be included in each part of the business model documentation. Prior to starting the process of developing business model documentation, you could define text templates that include all the standard headers for the sections that you want to see included in each type and level of business model documentation. That way you secure consistency of documentation, and you save you self the trouble of having to retype the same headers over and over again. When creating new text record you select Duplicate instead of Create. 


As a general rule you should not document anything in text form that is already clear from the model it self, like e.g. the critical success factors of a business functions are typically expressed as the performance indicators linked to a function. Narrating the same information again in text format does not serve a purpose and makes the model more maintenance intensive. Business model documentation should only be used for those model elements that cannot be clearly defined within the business model or those elements that need more elaboration in a narrative format.


As mentioned briefly before, there are 2 basic types of documentation: Generic documentation maintained in the repositories, and implementation specific documentation maintained in a reference or project model. There are 3 basic levels of documentation: functional documentation, organizational documentation and process documentation. Within each of these levels there are sub-levels and sub-types, e.g., you have process level work instructions and activity level work instructions, and you have activity implementation documentation and control implementation documentation. The following table sums it all up.
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Figure 32: Business Model Documentation Types and Levels.





Not all points of documentation are of equal importance. This document restricts is self to only the critical documentation areas. The others can be used as deemed necessary. As mentioned earlier, currently you can only build a network structure of documentation with repository type documentation, so that is where the most of the end-user oriented type documentation will need to be stored. Because this information is maintained at he repository level, this information needs to be generic in nature. The documentation should apply to all business models that use the version of a business function or process it is being added to. If it does not, the function or process will need to be copied to a higher level reference model or project model version. Because you will be adding documentation to all applicable business functions and processes, and because you typically do not want to change the standard Baan version, it is almost inevitable that you copy all model components from the standard Baan version to your reference model version, unless you decide to change the standard Baan version if it only concerns a documentation change. 


Some of the documentation items in the following lists are repeated in each section. One of them is: Session link to e-mail for end-user feedback. This is not a standard session available, but will need to be created. Easy feedback mechanisms that allow end-users to communicate easily about the business model is the best way to keep the model up to date and optimize it. It also sends a positive message to the end-users that their opinion is appreciated. Just like in standard Baan application online help, you can fire off sessions from within business model documentation. The only purpose for this feature within business model documentation is to link it to a simple session that fires off  a UNIX based (mail or elm) or Windows based e-mail addressed to the business model administrator. End users can immediately report problems, ideas, concerns, suggest improvements, etc., as they come into their mind. Ideally it automatically pulls the current text documents number and process ID into the e-mail. Most e-mail systems allow for the design of a standard e-mail template, so you can design a special question and answer format geared to collecting the right information efficiently. Creating this session would be a good exercise for the customer’s IS department. 


7.3 Function Repository Documentation





General Function Documentation:





Business function name as it appears within the business model.


General description of business function.


Business function objectives.


Competitive advantage created by business function. 


Additional comments.


Hypertext link to parent function (if applicable).


Hypertext links to child functions (if applicable).


Hypertext links to affiliated business process work instructions.


Session link to e-mail for end-user feedback..


Maintenance log (Date, User).





7.4 Process Repository Documentation





Process Work Instructions:





Process name as it appears within the business model.


General description of process and unit of work processed.


Description of internal and/or external events that trigger the execution of the process.


Description of outputs of the process and internal and external events that are triggered by these outputs.


Organizational unit responsible for execution of process.


Additional comments.


Hypertext link to business function it supports.


Hypertext links to child processes (if applicable).


Session link to e-mail for end-user feedback..


Maintenance log (Date, User).








Activity Work Instructions:





Name of activity as it appears within the business model.


General description of the activity and its purpose.


Specific instructions of how the activity needs to be performed and how information about the activity needs to be processed.


Additional comments.


Hypertext link to business process it is part of .


Hypertext link to child process, if activity is a nested activity.


Session link to e-mail for end-user feedback..


Maintenance log (Date, User).





Control activity work instructions are not required. Only use them if user needs to make a more complicated decision about what process path to follow. Use the same format as activity work instructions. State text is not recommended.


7.5 Functional Model Documentation





Functional model documentation is used to document any type of implementation decision that has been made regarding the functional model during the entire implementation process. 





Specific Function Documentation:





Name of business function as it appears in business model.


Hypertext link to general function documentation.


High level differences between new and old model as it related to current function.


Organizational impact decisions. 


Additional comments.


Session link to e-mail for end-user feedback..


Maintenance log (Date, User).








Optimization Relationship Documentation:





General description of optimization.


Objectives of optimization.


Implementation impact of optimization of organization, people, system and business model. 


Additional comments.


Hypertext link to source and target function. (Currently not automatic.) 


Session link to e-mail for end-user feedback..


Maintenance log (Date, User).








7.6 Process Model Documentation 





Process Implementation Documentation:





Name of business process as it appears in business model.


Hypertext link to process work instruction.


Differences between new and old model as it related to current process.


Organizational impact decisions. 


Additional comments.


Session link to e-mail for end-user feedback..


Maintenance log (Date, User).








Activity Implementation Documentation:





Name of activity as it appears in business model.


Hypertext link to process work instruction.


Differences between new and old model as it related to current activity.


Organizational impact decisions. 


Software implementation decisions. 


Workarounds to deal with minor software limitations.


High level description of modification to standard software.


Additional comments.


Session link to e-mail for end-user feedback..


Maintenance log (Date, User).





Control activity implementation documentation is not required. 





7.7 Organizational Model Documentation





Organizational model documentation is a little different from the rest because you cannot automatically create hypertext links to other business model documentation, neither can you create hypertext links from other business model documentation to organization model documentation. Therefore it will never be accessible by the end-user in the form of on-line help, like function and process implementation help. This does not mean it should not be documented, because it is still part of a business model. Organizational model documentation can be queried, and it can printed on a business model report.  


 


Organizational Diagram Documentation:





Name of organizational model as it appear in business model.


Description of organizational model.


Organizational structure’s typology and underlying philosophy. 


Description of change in relation previous organizational model.


Additional comments.


Maintenance log (Date, User).








Organizational Unit Documentation:





Name of organizational unit as it appear in business model.


General description of organizational.


Description of tasks, responsibilities and authorities.


Tactical and/or operational goals.


Additional comments.


Maintenance log (Date, User).








Functional Relationship Documentation:





General description of functional relationship and the nature of  the integrated resource relationship between the two organizational units.


Additional comments.


Maintenance log (Date, User).


Integrated Resource relationships.
