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 Case Study



The foundations of BES trace to 
the XIX Century



Today, BES is the largest private 
Bank in Portugal 

Largest private financial 
institution in Portugal by 
market cap (net assets of 
EUR 100 bn in 2010)

Average 21% market share 
in the Portuguese banking 
market (#1 or #2 in most 
product and client segments) 

Founded in 1869, with a 
unique story of organic 
growth and a very strong 
frachise

Most innovative bank, at the 
forefront of leveraging 
technology to create 
business value

Leadership in efficiency in 
Portugal among listed banks: 
Cost-to-income of 50% in 
2010

Strong diversification of 
revenue sources: Top 
position in strategic business 
areas in the domestic market 
and a focused international 
expansion
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Foreign Trade 
Finance
(BAC,SFE)

2001 2002 2005 2006

Mortgage 
Servicing

National Trade 
Finance
(BES)

Foreign Trade 
Finance
(BES)

2003 2004

Mortgage
(BES)

Mortgage
(BIC,BAC,BEST)

National Trade 
Finance
(BIC,BAC)

IBM Websphere MQ Workflow
Lotus Notes

Staffware

BPM history channel
Workflow’s by SAFIRA
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major pains in 2006

at the IT teams
• Long development & deployment models

• High maintenance costs

• Little re-utilization

• Discontinued platforms

at the Business
• Pressure to automate other processes

• Aggressive time-to-market goals

• Application-mindset, instead of Front-2-
Back-Process-Mindset
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Increase operational efficiency
Reduce operational risk

Improve time to market

Improve service levels

Create a new unified BPM solution to support BES process

Provide consistent business information

Automate, integrate and coordinate end-to-end process

Optimize the systems usage in the business process

Maximize Business and IT capabilities, Improve operational efficiency, Improve Service Visibility - KPIs/ 
SLAs to the internal and external clients, Improve Agility, Holistic approach to the process, Integrated 
architecture and SOA oriented, Extend value to the actual technical applications and business solutions

New Goals



Acquisition of the 1st  
workflow platform 

(Lotus Notes)
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2007

BES Digital program

20092007200119991997

Acquisition of the 1st  
Doc Management 
platform (Arcis)

Acquisition of the 
eForms platform

+
2nd workflow platform 

(IBM MQ Workflow)

Launch of the 
“BES Digital” 

Program

1st  Phase: Reform of 
the BPM platforms

(WLE)

2nd Phase:
Reform of the Doc 

Management 
platforms
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Presentation Layer

SOA

SOA

Business Applications / Processes

Digitalization 
and Capture

Enterprise 
Search

Electronic 
Forms

Document Capture and Digitalization, performed on the 
branches and central services, with or without data recognition.

Digital Document Archive, supporting all business processes.

Unified Process Management (BPM), of the full document 
lifecycle.

Forms and Contracts management platform for dematerializing 
and automating it’s production.

Enterprise Search integrating all different document types and 
repositories.

BES Digital key components

ECM BPM



CRM

Billing

Executive
Management

Customer
Service

Invoice
Reconciliation
Teams

Finance
& Ops

Account
Administration

Imaging

ERP

BPM
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WLE architectural view
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Euclide

GeDOC

Poderes
Decisão

AGP
Applications

Business

Process

Business services and 
components

Digital BES architectural view

DO

Credit pool

DEO

DGP

Branches
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process approach
Major process phases were typified and it was defined the 
strategy of implementation and reutilization across processes
• Change the end-to-end logic to a more interactive perspective base, mainly, in 

the broken parts of the actual process;

• Guarantee the parts reutilization, in a technical and business perspective;

• Think process not application
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from app to process
1st WLE quick win @ BES 

(Apr 2007, 3 months)
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mortgage credit sample

measuring KPI
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measuring KPI
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KPI for service levels

dummy data
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KPI for service level 

dummy data
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KPI for business intel

dummy data
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KPI for business intel

dummy data
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mortgage credit
Acting on results

# of instances

full process duration (days)

dummy data
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feudal management
a case for BRMS
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major pains in 2008

Everybody was happy with the 
BES Digital Program, as it was 
delivering perfect workflows…

…but it was not fast enough!

We’re building 3 large workflows 
per year, and the pipeline was 
250 by the end of 2008
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typical process 
distribution

 Source: Phill Gilbert’s keynote at the 8th International Conference on BPM on Sep 14th 2010
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3 process frameworks
Co
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Growing level of Integration
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3 process frameworks
Co

m
pl

ex
ity

Growing level of Integration

Business configures 
processes end to end

Organization 
implements flows, rules, 

coaches in TW IDE

IT implements specific 
services, if required

~50 to ~100 activities

Business/Organization
defines requirements

IT implements

~200 activities and up

Ownership
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3 process frameworks
Co

m
pl

ex
ity

SOA Layer

Foundation services

Reusable business services and components

Automation engine

Integration

vertical services
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30 per quarter

10 per year

1 to 2 per year

3 process frameworks
Co

m
pl

ex
ity

Growing level of Integration

Deployment rates

> 400 already deployed
1 day from inception to 

deployment

> 17 already deployed

6 already deployed
1 in the pipeline
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generics done here



 Case Study

procedurals done here
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BES Digital timeline
New Mortgage

pilotConsumer Credit
New Mortgage

full rollout
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key takeaways
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architect to reuse

• SOA layer around apps

• Common business and 
technical component libraries

• Create process development 
frameworks

• Design holistic, front-2-back 
processes, but externalize 
feudal decision points
– BRMS can help!

• Standardization

• Flexibility

• Industrialization

• Efficiency

• Faster time-2-
market

• Lower costs
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campaign your way in

• Plug the holes in high value 
business processes

• Use KPI information to provide 
visibility and commitment

• Involve business users in 
simple processes

• Involve power users in semi-
integrated processes

• Focus IT in fully integrated, 
complex processes 

• Quick results

• Scalable delivery

• Sponsor buy-in

• Fast adoption

• Clear ROI



 Case Study

end.
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