
Bizagi Positioning 
Introduction 

This document is based on an extensive evaluation of the Bizagi product portfolio. Rather than 
exploring every feature or facet of the product, this document sets out to highlight core 
capabilities and unique features. It explores how well Bizagi is positioned to support “Enterprise 
Wide BPM Adoption,” drawing attention to how the product is differentiated from competitive 
offerings. 

The core customers of Bizagi are relatively large, conservative finance institutions. They do not 
want people changing things that might impact production systems. As a result, the emphasis is 
on ease of development and control over deployment. The IT experts in these organizations are 
primarily concerned with the “Design Time” experience and support for the development life-
cycle, along with the ability to thoroughly test everything before deployment.  

Bizagi is well placed to support an organization-wide deployment. It has many unique features 
that help make this objective a reality. These include:  

• A “fused” BPMS and RDBMS model that links to external environments yet insulates
processes from needing to worry about where/how information is stored.

• Model driven execution easing deployment and better supporting the process
development lifecycle.

• Integrated Repository Management tools to better support the complex mishmash of
legacy systems and BPMS components.

• Accessibility of employees to engage in the BPM project (business versus technical).

Integrated Data Model 
Bizagi have blended the traditional RDBMS with the BPMS environment – the data entities 
related to the firms business processes are “virtualized” at the logical level inside the BPMS 
(mapped to related data sources) – effectively, all processes then share the same underlying 
data models. In this way, a process developer need not know anything about the integration 
mechanisms used to support the data; they just reuse their structure in their process. But more 
importantly, all usage is then automatically of the same data in the same context.  

Competitive approaches have an entirely different underlying design approach. Each process is 
defined with a range of named values (variables) which are “private” to that process. Each of 
these must then be mapped back to a discrete data entity in some external database or 
application system (usually with an integration component applied at the process level). This 
happens on a process by process basis – i.e. integration cost and semantic consistency issues will 
increase over time.  
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The Bizagi approach has a number of advantages: 

• Total Cost of Ownership (TCO) is lower than with competitive approaches. The first 
process to develop in Bizagi may involve a similar level of thought (in terms of defining 
the related data entities), but thereafter the same structure is available for extension 
and reuse in other processes.

• Consistency across the organization is more easily maintained when all processes
directly point at the same data structures. Where named value pairs are used, the set
required for one process is always going to be subtly different from previous processes.
Each process requires a new mapping, allowing mistakes to develop in terms in
interpretation of the semantics of the data entity (its context in relation to other
entities).

• Reusability and inter-process communication is enhanced as a result of the shared data 
structure. Although not immediately apparent (unless you have developed many such 
systems), Bizagi has a distinct advantage in this area, overcoming a core problem that 
others run into—where named value pairs are used for process variables (as in virtually 
every other BPMS), there is an inherent problem in making these processes work well 
together. Bizagi processes already work together as they share the same underlying data 
model. Since all potential sub-processes share the same data references, they can be 
relied on to interoperate. Where the named value pairs are used, the developer must 
ensure that the input data variables are consistent with those in the calling process 
requiring a direct mapping between the two. Some get around this through the use of 
“templates” that are adapted for a given application domain (which is somewhat 
limiting), others rely a mapping mechanism and validation. The point is that without 
significant care and attention, processes can quickly get of sync with each other.

• Robust Infrastructure for all BPM programs – since the data dimension is part of the
“domain” of the Bizagi BPMS, it is easily referenceable from inside the development 
environment. This ensures that mistakes are not made in mapping variables to data 
entities.  With the named value pair approach, the way in which these variables are 
managed to the level of the data source becomes highly fragmented over time – instead 
of spaghetti code in the traditional coded application, you now have spaghetti 
integration structures.

• Integrated Business Rules and Processes are automatically linked to the same data set.
They are also managed as part of one environment rather than separately in distinct
silos that become fractured and disjoint over time. Follow on benefits of this combined
approach include:

o Simplified the mix of process and rules functionality, enabling far more flexible
procedures than is normally possible with a purely BPM-based system.

o Rapid System Development, enabled firms to develop new products and
services far more quickly than would otherwise be the case.

o Better Compliance, in the sense of automatically capturing the context of
decisions in the audit trail, storing the version of the rule used alongside the
process case specific data.



3

Model-Driven 
A subtly different area of functionality is the way in which BizAgi is entirely model driven. The 
underlying Bizagi approach is that the core engine interprets a model structure rather than 
executing a generated program executable. Most competitive architectures execute code to 
deliver the desired functionality – effectively process models must first be compiled (whereas 
the Bizagi approach where the process model is executed directly without compilation).  

There are benefits to the generated approach (such as enhanced scalability since binary 
machine code will be faster for a given number of cycles), but there are a number of limitations. 
For example, there is always a potential loss of semantics. The process is limited to the 
capabilities of the related language (which may not cover the needs of the real world process). 
For example, a BPEL engine is limited to the semantics of that language. Any additions over and 
above that are, by definition, proprietary and break any vague benefit in portability (BPEL was 
never designed to be portable). On the other hand, the benefits of an interpreted approach 
include:  

• Easier to support the “Factory Pattern” – where a new instance of the process is created
on demand (being fed the related parameters).

• Easier deployment – to affect the behavior of a remote system, all that is usually needed
is a change in the data. On the other hand, deploying code to a remote system will often
require synchronization with data changes and may require system restarts. Moreover,
the change can happen in real time without interruption to service.

• It is much becomes a lot easier to implement sophisticated “Case Handling” process 
architectures.1 By definition, approaches that rely on code compilation and execution 
are limited to “Design Time” Case Handling (all combinations of behavior must be 
predicted and designed in up front). With an interpreted approach, the determination of 
which sub-processes to run can be presented directly to the user to exercise her 
judgment. With the embedded entity structure of Bizagi, it becomes possible to interpret 
the contextual data associated with a work item, and then retrieve appropriate process 
fragments automatically.

Repository Management 
Bizagi have many of the core components of a sophisticated Business Process Platform (or BPP 

as Gartner calls it).2 There are many angles here: 

• Reusability – Everything in Bizagi is designed from the ground up to support reusability. 
In much the same way that the entrance to a building is reused rather than creating 
another opening for each use of the structure, Bizagi components are reused across the 
environment.

1 For more information on Case Handling, see the BPM Focus web site and the White Paper “Business 
Processes and Customers – Difficult Domains To Integrate”.  

2 “The business process platform is a combined IT and business model that enables enterprises to 
accommodate rapid but controlled business process change through the use of integrated process 
composition technologies and the delivery of reusable business process components and their 
management.” See slides 17-20 of “Business Applications Through 2010: Major Changes Will Affect Your 
Process Environment” presented at the Gartner BPM Summit in Orlando, September 2007. 
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• Forms – “Forms” do not exist in isolation. First there is information; a Form is a way of 
exposing that information, providing mechanisms for users to interact with the data. 
The entire information model is represented inside Bizagi. That does not mean the 
entire information set in stored, just that the virtualization of that information is 
represented:

o While competitors show off sexy WYSIWYG forms building tools, they have no
inherent notion of information as part of their process domain (apart from as
named value pairs as discussed earlier). As a result, building these Forms seems
like the big issue to the untrained eye.

o On the other hand, in Bizagi the Forms are composed of reusable views that are 
directly associated with the data items themselves. Each piece of information 
can have a number of different views – for example, one for finance, HR, supply 
chain, etc. When developing new forms, the information presented composed 
of these sub-form level views. When the developer wants to include an existing 
entity, she looks to see which views are already exposed and uses it out-of-the-
box. For example, maybe you need to display locations. Developing a single
“Map view” based on location makes it then immediately available for reuse in 
other applications.

o Relational Network – all entities are related to the rest of the information some
how. So it becomes possible to “walk” the network of defined relationships to
automatically derive related data from a given start point. For example, deriving
the users address might get you their State, which in turn could be used to
identify the correct sales tax.

• Dependency Management – Bizagi Studio incorporates features to show how a specific 
object is used in the set of applications, and how relates to all the other objects in the 
domain. For example, this business rule is used by these processes, or this data update.

• Development – When developing a process or application and another data/object set
is impacted, a warning is provided to the developer to alert her that a part of the
application is already in production.

• Business Views – Limit the scope of the implementation to a particular subset of the
enterprise wide model.

• Deployment – Bizagi incorporates capabilities to support local deployment, which relies 
on the Views and Dependencies mechanisms to “scope” the functionality. The system 
therefore knows which data and processes are required to support production 
deployment of a given application.

• Completeness – All facets of the application are deployed as one package; i.e.
processes, rules, application interfaces, user interfaces and other components.
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Scalability  

In common with virtually all other BPM Suites, Bizagi is capable of being distributed across a 
cluster of servers. This enables a large datacenter to support the needs of the organization with 
scalability, failover and load balancing.  

Although creating separate server domains for different applications helps ensure scalability, it 
also creates problems, which manifest themselves in a number of ways: 

• Islands of Data – As discussed already, virtually all other products maintain the BPMS
and Data separately. The result is that these vendors tend to segment the enterprise
into a set of create “process silos.” Effectively, the data associated with a process
enabled application is linked directly to third party applications.

• Overlap – Processes and customer information that runs across these “islands” can only
be exchanged at the data level. The knock on effect is that change management can
become a nightmare, especially where an enterprise is forced to replicate functionality
in different locations, further complicating the management of interfaces and changes
required to business operations.

To further enhance the scalability and address these issues, the Bizagi development team is 
exploring the extension of the Data Virtualization mechanism through Scopes and "Optimistic 
Locking" mechanisms. Since the transactions are essentially long running business processes, it 
becomes possible to develop a locking and checking mechanism that identifies conflicts in a 
distributed process scenario, pushing any identified issue to a human to resolve.  

Supporting the Business User 

One of the key constraints limiting widespread adoption is the apparent complexity of building 
BPM applications. The underlying point to keep in mind is that this issue is inextricably linked 
with the TCO calculation for an application. As a general rule, it is true that the closer application 
development can be to the source of the “ideas,” then the lower the cost of ownership. 

In common with many other vendors, Bizagi is attempting to support the business user more 
effectively; with the aim of allowing them to undertake a certain amount of application design 
work, and then passing on the result to an IT/Process specialist to complete and deploy the 
application. The challenge becomes where to split the work and what benefits accrue to making 
the split there. If the tooling is too technical, the average business user cannot comprehend it. If 
it is too lightweight, then there is too much work to do afterwards creating a drag factor on the 
speed to deployment.  

For the moment, the assumption has been that business users design the process (at least in 
outline form). After that point, a trained Bizagi specialist takes over to complete the 
development, going back to the business user to undertake some testing. Deployment is 
managed by the IT specialist.  
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The new Bizagi Business Process Modeler is designed to support the business user in modeling 
their processes. It utilizes the Business Process Modeling Notation (BPMN) and is probably the 
best BPMN Modeler available (in terms of ease of use).3  

3 BPM Focus provide BPMN modeling training both publicly and directly to organizations. Until now, we 
have been neutral in terms of which products we recommend people to use in the courses we give. 
Because of this ease of use factor, it is our intention to provide the free Bizagi Modeler to all course 
participants.  




