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Executive Summary of the Curriculum

This handbook proposes a curriculum to teach Explorative Business Process Management
(explorative BPM) to university students. It is based on the Five Diamond Method, which is a
method to connect business process management with approaches from innovation
management. Thereby, the curriculum addresses aspects related to organizational strategy,
business model innovation, digital technologies and business process design.

The proposed curriculum is designed as a 4 ECTS seminar. It covers a total number of 8
lectures, and can be used for Bachelor’s and Master’s courses.

It is based on the following key ideas:

- Every unit consists of two parts: the “lecture” part (theory) and the “hands-on” part
(practice)

- The module is divided into four major blocks: (1) foundations, (2) business, (3)
technology and (4) integration

- In the practice part, students work in groups and apply the theoretical concepts in
practical terms

- Each group is provided with one case organization and, over the course of the lecture,
this case is approached from different (theoretical) point of views (see group work)

Figure 1 offers a brief overview of the course.
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Fig. 1: The module contains seven lecture units which are subdivided into four thematic blocks. Each lecture unit
has a theory part and a corresponding practice part.

Figure 1 depicts the four core modules.

e Module 1 provides a basic introduction to BPM and explorative BPM. It consists of
three lectures which provide the underlying foundations of BPM (lecture 1),
ambidextrous BPM and corresponding methods (lecture 2), and innovation
management (lecture 3).

e Modules 2, 3 and 4 address the key elements of the Five Diamond Method (see a more
detailed description below).

e Module 2 (lecture 4) focuses on the purpose and business diamond.

e Module 3 (lecture 5 and 6) comprises key concepts of (digital) technologies.



e Module 4 (lecture 7) translated ideas gained in in the previous modules into concrete
business process designs.

We have evaluated the curriculum at three European universities (University of Liechtenstein,
Vienna University of Economics and Business, University of Bayreuth) with a total number
of 200 students.

In the following, we will provide an in-depth review of the curriculum.

The Five Diamond Method

The underlying foundation of the course is the Five-Diamond method (see Figure 2). It
structures explorative BPM into four interrelated elements, namely purpose, business,
technology, and integration. The diamond shape reflects stages of divergent and convergent
thinking. We have developed the Five Diamond Method to integrate business process
management and innovation management. We have evaluated the method in several empirical
studies, both with university students and executives.

Each element focuses on one important aspect of explorative BPM.

In the purpose diamond, the strategy and context of the organization are defined, as well as the
scope and vision of the organization and the actual application of the method itself.

In the business diamond, mega trends and industry trends are first explored in the divergent
thinking phase. The most relevant trends are selected in the convergent thinking phase. The aim
is to select trends with an adequate contextual and strategic fit, taking into consideration the
results of the purpose diamond. Similarly, the technology diamond explores trends with respect
to emergent technologies. They are selected with regards to the organization’s context and
strategy.

The integration diamond aims to synthesize the previously gained results. First, process ideas
are divergently generated before being evaluated and selected in the convergent thinking phase.

Fig. 2: Overview of the Five-Diamond method, which is the foundation for the lecture and the group work
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Additional information about the Five Diamond Method can be found here:
https://www.bptrends.com/class-notes-teaching-the-five-diamond-method-for-explorative-

bpm/

The Curriculum: Structure and Content

This curriculum addresses key elements of explorative BPM across several lectures. For each
lecture, we have developed slides, which are freely available here: www.explorative-bpm.com.

Key principle: Balancing theory and practice

Key to this curriculum is that theoretical knowledge will be complemented with practical hands-
on exercises. All slides are provided online and the relevant literature is provided at the end of
this document.

The practice parts are organized as group works. In the group works, students apply the Five
Diamond method independently. Our experience shows that the ideal group size is 3-5 students.
All groups are assigned a case organization. Ideally, every case organization is well-known in
the geographical area where the curriculum is taught. It is important that students can easily
obtain information about the respective organization. Since a central idea of explorative BPM
is to identify a new value proposition, students will not get a specific process to focus on, but
they will investigate potential new value propositions themselves and decide to either
reengineer an existing process or to create a completely new process capturing a new value
proposition. Either way, the new or reengineered process should align with the strategy, context,
and vision of the case organization.



The formation of the groups as well as the assignment of the case organizations occur in lecture
3, such that students can apply the Five Diamond method along the modules 2-4. We
recommend to split the outcome of the group work into two aspects; (1) a final presentation,
and (2) a final report where the feedback from the final presentation is considered.

In the following, we will outline the contents of each block of the module. For each lecture and
the respective content, we will briefly describe (1) how/why it is relevant for explorative BPM
and (2) concrete concepts and ideas to be taught.

The relevant literature for each module is provided in the appendix.

Module 1: Introduction to the basics of (explorative) BPM and Innovation
Management

The general idea behind the first module is threefold. First, students should be made familiar
with the general idea behind business process management (BPM). Second, they should be able
to understand the significance of the idea behind explorative BPM. These ideas will be covered
in the first two lectures. Lastly, students should receive foundational knowledge about key
concepts of Innovation Management, which is the focus of lecture 3.

LECTURE 1: Introduction to BPM

This first lecture presents and reviews the basic assumption of BPM. In doing so, it will define
and describe BPM and discuss its underlying assumptions.

In the theory part, core themes to be covered are:

- BPM as a management discipline

- The concept a business process

- The lifecycle of business processes

- The six core elements of business process management

In the practice part, students should get familiar with the basics of process modeling using the
modeling notation BPMN.

Please note that this lecture can be skipped if students already have background knowledge
about BPM.

LECTURE 2: Introduction to ambidextrous BPM

In the second introductory lecture on BPM, students will be introduced to the idea behind
explorative BPM. A key message is that explorative BPM poses challenges on many levels,
notably on the process and management level.

The lecture delineates explorative BPM from related ideas; it will first discuss process
innovation, improvement, and re-design. Additionally, it will introduce the concept of
organizational ambidexterity as it is important to understand what explorative BPM is. Methods
play a central part of this lecture and exemplary methods for exploitative BPM are being
introduced. Finally, it will introduce explorative BPM and present the Five Diamond Method
which serves as the scaffold for explorative BPM. This framework has four main perspectives
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(business, technology, and the integration) that will be presented in detail in lecture 4 to 7.
Lastly, we introduce the use of divergent and convergent thinking in context of the application
of the theoretical content and provide details on the purpose and business diamond of the Five
Diamond Method (see Lecture 2).

In the theory part, core topics to be covered are:

- The difference of process improvement and process innovation
- Organizational ambidexterity
- The Process Design Matrix
- Methods for process improvement and innovation
o Redesign heuristics
o Product-based design
- Explorative BPM (definition and dimensions)
- Divergent and convergent thinking
- Five Diamond Model

In the practice part, groups will review and apply BPI methods. This will help them to
understand the potentials as well as the limitations of established approaches to improve BPM
methods.

Please note that this lecture can be skipped if students already have background knowledge
about BPM.

LECTURE 3: Introduction to Innovation

Lecture 3 will give an overview of innovation management research, which informs explorative
BPM. Thus, it will introduce different types of innovation, the innovation process itself, and
different innovation factors.

In the theory part, core topics to be covered are:

- Innovation (Attributes of innovation, Types of innovation, innovation process)

- Innovation management

- Innovation methods and creativity techniques (Design Thinking, Open Innovation,
Lead User Method, Brainstorming, Lean Startup)

- Innovation strategies (market-pull vs. technology-push)

- Innovation factors (innovation climate, innovation skills, innovation barriers, and
facilitators)

In the practice part, groups will engage with creativity techniques. Key to this part is to apply
different creativity techniques to address a business problem from a value-driven perspective.
Module 2: The business side of explorative BPM

LECTURE 4: Introduction to Business

This lecture conveys the most important aspects of the purpose and the business side of
explorative BPM. Therefore, the theoretical part of the lecture will cover these two topics.



Firstly, the focus is on vision and strategic concepts for an organization as a basis for
understanding the relevance of explorative BPM. Additionally, different classifications of an
organizational context are presented to structure the field of action.

Secondly, megatrends and industry trends are examined more closely as knowing about trends
is especially important, since innovation in one domain is often tied to trends and innovations
in other fields.

In the theory part, core topics to be covered are:

- Vision, strategy, and context of an organization
- Mega- and industry trends
- Application of the purpose and business diamond

In the practice part, students will form groups. They will get assigned a case organization and
make themselves familiar with this organization. Afterwards groups will apply the purpose and
business diamond. Thus, they will specify the vision, strategy, context, and scope of applying
the Five-Diamond-Method for the case at hand. Additionally, they will search for and identify
trends that are relevant for the case they are working on. Guiding questions are, e.g. “What are
emerging/popular industry trends?”, “Which trends are especially important and what fits into
the business vision?”, “How can trends be related to the case at hand?”

Module 3: The technology side of explorative BPM

LECTURE 5: Digitalization

This lecture introduces the technology side of the Triple-Diamond Model. Thereby, it discusses
digitalization as a global trend that affects businesses on various levels. There is an in-depth
discussion of the implications of digitalization.

Digitalization is also approached from a theoretical perspective. Digital technologies have
distinct attributes that set them apart from other technologies; these ontological features are
important to understand in order to realize the potential of digital technologies in terms of
innovation.

In the theory part, core topics to be covered are:

- Digitalization as a mega trend

- Digitalization as disruptor of the business landscape
- Affordances and requirements of digitalization

- Digital ontologies

In the practice part, groups will search for and identify digitalization trends that are relevant for
the case they are working on. Guiding questions are, e.g. “What are technologies that are
important in a specific industry?”

LECTURE 6: Introduction to digital Technologies

In the second part of this module, we will relate digital technologies to organizational practice.
We will take a closer look on how digital technologies can amplify, constraint or even afford
new business processes. In doing so, we will discuss the connection between tasks and
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technologies and we will examine how we can assess the fit between those two. Furthermore,
we will introduce the concept of “affordances”. In light of the unique ontologies of digital
technologies that were covered in lecture 5, we will explore how companies can identify new
opportunities for actions and practices.

In the theory part, core topics to be covered are:

- Task technology fit
- Affordances and archetypes of digital technologies
- New work practices in the digitalization era

In the practice part, groups will discuss how they can reinforce emerging technologies into their
business processes. The focus here, however, is less on the integration of new technologies into
existing work processes but rather on the question of how new processes can be designed.

Module 4: Integration of Business and Technology in the light of explorative BPM

LECTURE 7: Integration

In lecture seven, we set out to generate and assess new solutions. The lecture covers two topics.

On the one hand, it will review the contents covered so far and encourage the synthesis of the
two blocks, that is, technology and business.

On the other hand, since explorative BPM is related to the development of new business
processes or business models, their realization may yield opportunities but also risks. Thus, it
is important to approach possible solutions from different perspectives to determine the
likelihood of success or failure. The main artifact covered is the Business Process Design Space
(Gross et al. 2021)!, which supports a structured procedure for the creation of process redesign
alternatives.

In the theory part, core topics to be covered are:

- Idea creation (through the Business Process Design Space (Gross et al. 2021))
- Idea evaluation

In the practice part, groups will identify and generate new process ideas for their respective
case with the aim to select one of these processes for the final presentation (lecture 8).

LECTURE 8: Presentation

In the final lecture, the groups are presenting their results. They describe the situation faced
with their case organizations, the actions taken (by applying the Five Diamond method), results
achieved (the new or reengineered business process and the new value proposition), and lessons
learned. In the ‘actions taken’ part, students should focus on the divergent and convergent
thinking phases of the purpose, business, technology, and integration part of the Five Diamond

! Gross, S., Stelzl, K., Grisold, T., Mendling, J., Réglinger, M., and vom Brocke, J. 2021. “The Business Process
Design Space for Exploring Process Redesign Alternatives,” Business Process Management Journal (in press:in
press). The article can be downloaded here:

https://www.researchgate.net/publication/345718601 The Business Process Design Space for Exploring Pro
cess_Redesign_Alternatives




Method. The students will then receive feedback from the classroom (other students) as well as
the lecturer regarding their proposed explorative business process. Evaluation criteria for the
group work is the level of innovativeness (is it new, original, and useful in the area of
application?), feasibility (can it be operationalized now or in the next 2-3 years?), compliance
(does it comply with rules and regulations?), and the new value proposition (is the process
offering a new value proposition for its customers?). The feedback gathered in the classroom
can then be used to rework the idea and to submit the final report, which covers the same
material as the presentation. We suggest to grant at least 10 days from the final presentation to
the submission of the final report, such that students can adapt their content adequately.
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Teaching the Curriculum Virtually

In response to the Covid-19 crisis, we addressed the question of how we can teach the
explorative BPM curriculum virtually.* *

In the following, we propose how to empower digital skills, reduce “Zoom fatigue” as a new
kind of information overload, as well as stress resulting from increasingly blurred boundaries
between private and professional (including school/university) life. In particular, we focused
on the question of how we can maintain the highly interactive character of the curriculum within
virtual teaching environments.

Amongst others, we interviewed lecturers from other universities, conducted hybrid workshops
and seminars, tried different setups of break-out sessions, and looked into tools that allow for
more natural, i.e. proximity-based, interaction between meeting participants than commonly
used WCS. Many ideas informed the concept of the Virtual ERCIS BPM Winter School, which
took place from 22/02/21-26/02/21. As such, the BPM Winter School included a quiz, a game
for getting to know each other, a virtual company visit, a virtual party, an online panel,
interactive elements during the lectures, and a lounge space that participants could visit during
e.g. lunchtime or coffee breaks to chat with their peers.

Based on our learnings, we developed the following guidelines that shall help to create and
reinforce social interaction and informal exchange in virtual environments.

Recommendations and guidelines

Before the lecture:

= Verify functionality of microphone and camera: Even though most lecturers will have a
lot of experience giving online classes by now, a quick check is recommended to avoid
problems during the class.

= Open the class room 10 minutes before the actual lecture starts: In a physical setting,
not all class participants would arrive at exactly the same time. Especially the time before
a lecture starts is a good one to catch up with peers or the lecturer. In a virtual setting,
participants do not have a “place” to meet. Give them an opportunity to chat with peers and
or with you by opening the meeting room a few minutes before the lecture.

= Establish and communicate a meeting etiquette: Course participants should mute
themselves when not speaking and be encouraged to switch on their camera during the
session (if conformable with the applicable data privacy regulation). Turned on cameras
help the lecturer to get some feedback from the audience and also increase the level of
concentration and engagement on part of the participants

= Create a “place”: Virtual meetings generally provide less opportunities to express oneself
and to create an atmosphere. However, meeting solutions provide features, e.g. virtual
backgrounds, that can help recreate some physicality and shared context. Think about which
mood you would like to create during your class, which impression you would like to give,
or which picture would fit the topic of your teaching unit and customise your background

* For more information about this part of the project, please refer to Dr. Janine Hacker: janine.hacker@uni.li

11



accordingly. Also encourage meeting participants to use a virtual background, e.g. showing
their city or favourite holiday spot. As such, different backgrounds can also work as an
icebreaker at the beginning of a meeting and create a more personal atmosphere.

During the lecture:

Try to reduce front-of-class teaching to a minimum and have your participants
interact: Even more so than during physical lectures, students’ minds easily wander off
during virtual meetings that require listening rather than active participation. Think about
how you can keep the front-of-class teaching part low and instead, create opportunities for
your participants to interact. Break-out rooms are a good means to facilitate group work.
To indeed foster interaction, break-out rooms should not include more than five
participants. Ask the students (or randomly assign a student) who will moderate the room
and summarise the outcome of their work. Check on your meeting participants as they are
in the room.
Use external tools to diversify your lecture: Using external tools to get feedback, do a
quick test, or facilitate collaboration are a great way to enhance lectures and give students
a break from the virtual classroom. The following list of tools can help as a starting point:

o Get feedback: Zoom poll

o Do a quiz: Mentimeter, AhaSlides

o Enable brainstorming and collaboration: Miro, MURAL, Google docs
Invite external speakers: The fact that location does not matter in the virtual world creates
opportunities to diversity the speakers involved in your lecture. Since there is no need to
travel, virtual guest lectures are easier to organise and align with a guest lecturer’s schedule.
Think about which people with in-depth expertise and / or practical insights in a certain area
of your course might like to drop by for a short or full virtual guest lecture.
Get out of the virtual classroom: Company visits are often perceived as a highlight of a
course. Get in touch with companies that you would like to visit and check if they offer
virtual company tours. This can possibly be arranged with case organizations.

After the lecture:

Get feedback from course participants: Ask your course participants what they learned
during the lecture, and what they liked or disliked about the lecture, either directly or by
using one of the tools for polling. Asking students to write (brief) diary entries to reflect on
the lecture is an option to obtain more detailed feedback.

Have a coffee in your virtual cafeteria: Proximity-based meeting solutions, such as
wonder.me and gather.town, enable participants to gather around e.g. a table and only
interact with the people close to them. Invite your course participants over to your virtual
cafeteria to have a quick informal chat with you or their peers.
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Appendix: Reading material for each lecture

Lecture 1

[Books]

Dumas, M., La Rosa, M., Mendling, J., & Reijers, H. A. (2013). Fundamentals of
business process management (Vol. 1, p. 2). Heidelberg: Springer.

Rosemann, M., & vom Brocke, J. (2015). The six core elements of business process
management. In Handbook on business process management 1 (pp. 105-122).
Springer, Berlin, Heidelberg.

Weske, M. (2012). Business process management architectures. In Business Process
Management (pp. 333-371). Springer, Berlin, Heidelberg.

vom Brocke J, Rosemann M (2015) Handbook on Business Process Management 1:
Introduction, Methods, and Information Systems. 2. Aufl., Springer, Berlin

[Articles]

Hung, R. Y. Y. (2006). Business process management as competitive advantage: a
review and empirical study. Total Quality Management & Business Excellence, 17(1),
21-40.

Kohlbacher, M. (2010). The effects of process orientation: a literature

review. Business Process Management Journal, 16(1), 135-152.

Kohlborn, T., Mueller, O., Poeppelbuss, J., Roeglinger, M., vom Brocke, J.,
Schmiedel, T., ... & Viaene, S. (2014). Ten principles of good business process
management. Business process management journal.

Trkman, P. (2010). The critical success factors of business process

management. International journal of information management, 30(2), 125-134.
van der Aalst WPM (2013) Business Process Management — A Comprehensive
Survey. ISRN Software Engineering

Kerpedzhiev, G., Konig, U., Roglinger, M., Rosemann, M.: Business Process
Management in the Digital Age. BPT Trends. (2017)

Lecture 2

[Articles]

Hanafizadeh, P., Moosakhani, M., & Bakhshi, J. (2009). Selecting the best strategic
practices for business process redesign. Business Process Management Journal, 15(4),
609-627.

Kettinger, W. J., Teng, J. T., & Guha, S. (1997). Business process change: a study of
methodologies, techniques, and tools. MIS quarterly, 55-80.

Limam Mansar, S., & Reijers, H. A. (2007). Best practices in business process
redesign: use and impact. Business Process Management Journal, 13(2), 193-213.
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Reijers, H. A., & Mansar, S. L. (2005). Best practices in business process redesign: an
overview and qualitative evaluation of successful redesign heuristics. Omega, 33(4),
283-306.

Zellner, G. (2011). A structured evaluation of business process improvement
approaches. Business Process Management Journal, 17(2), 203-237.

Grisold, T., Gross, S., Roglinger, M., Stelzl, K., vom Brocke, J. (2019) Exploring
Explorative BPM — Setting the Ground for Future Research. /7th International
Conference on Business Process Management (BPM).

Benner, M. J., and Tushman, M. L.: Exploitation, Exploration, and Process
Management (2003) The Productivity Dilemma Revisited. Academy of Management
Review (28:2), pp. 238-256.

Davenport, T. H.: Process Innovation (1992) Reengineering Work through Information
Technology. MA: Harvard Business School Press, Bosten, Massachusetts: Harvard
Business School Press.

Gross, S., Malinova, M., Mendling, J. (2019) Navigating Through the Maze of Business
Process Change Methods. Proceedings of the 52nd Hawaii International Conference on
System Sciences, pp. 6270-6279.

He, Z.-L., and Wong, P.-K.: Exploration vs. Exploitation (2004) An Empirical Test of
the Ambidexterity Hypothesis. Organization Science (15:4), pp. 481-494.

O’Reilly, C. A., Tushman, M. L.: Organizational ambidexterity (2013) Past, present,
and future. Academy of management Perspectives, 27(4), 324-338.

Rosemann, M. (2014) Proposals for Future BPM Research. in Processdings of the Asia-
Pacific Conference on Business Process Management, C. Ouyang and J. Y. Jung (eds.),
Switzerland: Springer, pp. 1-15.Denner, M. S., Réglinger, M., Schmiedel, T., Stelzl, K.,
Wehking, C. (2018) How Context-Aware Are Extant BPM Methods?-Development of
an Assessment Scheme. In International Conference on Business Process Management,
Springer, Cham. pp. 480-495.

Lecture 3

[Books]

Dyer, J., Gregersen, H., & Christensen, C. M. (2019). Innovator's DNA, Updated, with
a New Preface: Mastering the Five Skills of Disruptive Innovators. Harvard Business
Press.

Osterwalder, A., Pigneur, Y., Bernarda, G., & Smith, A. (2014). Value proposition
design: How to create products and services customers want. John Wiley & Sons.

Weis, B.X. (2012) From Idea to Innovation - A Handbook for Inventors, Decision
Makers and Organizations, Springer-Verlag Berlin Heidelberg
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[Articles]

Baregheh, A.; Rowley, J.; Sambrook, S. (2009) Towards a multidisciplinary definition
of innovation, Management Decision, Vol. 47 No. 8, pp. 1323-1339

Cerne, M., Kage, R., & Skerlavaj , M. (2016). Non-technological innovation research:
Evaluating the intellectual structure and prospects of an emerging field. Scandinavian
Journal of Management, 32(2), 69—85. https://doi.org/10.1016/j.scaman.2016.02.001

Chesbrough, H. W., & Garman, A. R. (2009). How open innovation can help you cope
in lean times. Harvard business review, 87(12), 68-76.

Chidamber, S. R., & Kon, H. B. (1993). A research retrospective of innovation inception
and success: the technology-push demand-pull question.

Cooper, R.G. (2008) Perspective: The Stage-Gates Idea-to-Launch Process—
Update,What’s New, and NexGen Systems, Product Innovation Management

Damanpour, F. (1996), “Organizational complexity and innovation: developing and
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