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Introduction  

  
Imagine a totally new way to do business. 
  
This business method would allow you to evaluate an existing business, find the weak spots, 
strengthen the core competencies and streamline the business as a whole. 
  
For too long, too much of business (particularly small businesses and departments within larger 
corporations) has been done “shooting from the hip”.  An owner wants to grow his business so 
he thinks, “I have to clone myself”.  He goes and searches for a well-rounded, efficient, 
technically competent person and finds that the only individuals that could possibly fit that role 
are his direct competitors (and they’re in the same boat). 
  
If that same business owner learned to leverage the power of Business Process Management 
(BPM), he would find that he could grow his business without cloning himself.  He would model 
all of his business processes and find the tasks that consistently take the majority of his time.  
Then he could hire a person to do just those tasks – at a fraction of the cost of hiring a 
“superstar” (someone who could do anything and everything in his business). 
  
What about a corporate scenario?  Take, for example, the department manager of the regional 
IT department in a Fortune 1000 company.  She has to deal with 400 problems every day in the 
form of “trouble tickets”.  She is desperately trying to manage a team of geeks while making 
sure that no one problem escalates to a critical point. 
  
Who are the most and least productive support agents?  What happens when a problem doesn’t 
have an immediate solution?  How can she speed up the average response time per ticket? 
  
Each of these challenges (the ones in the small business and the ones in the corporate world) 
can be met using an integrated Business Process Management Solution (BPMS).  
  
The goal of this book is to help you do the following: 
  

·      Understand BPM, BPMN 2.0 and Bonita’s BPMS 

·      Become comfortable using Bonita BPM to solve real world problems 

·      Be able to develop, deploy and administer processes for end users 

  
Because I think that this book should be directly applicable to real world problems, we will be 
working through a series of processes that I use in one of my businesses – Bow Tie Websites 
(http://www.bowtiewebsites.com). 
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This is a real business and it really operates using the processes outlined in this book.  By 
building this business from the ground up with BPM in mind, I have been able to take advantage 
of some emerging trends.  Some of the direct benefits that you can realize as well are as 
follows: 
  

·      Cutting training costs dramatically by integrating training directly into the Bonita BPM 
portal.  Each task contains specific instructions on how to complete the work required. 

·      By setting up the Bonita Engine in the cloud (using a custom VMWare virtual machine – 
see Chapter 2), we have completely eliminated the need for a central office.  All of our 
staff work remotely. 

·      When I say remotely, I really mean it.  Workers overseas fill a number of our technical 
roles.  This offers us an enormous cost savings (75% or more) and has allowed us to 
grow much quicker than we would have otherwise. 

·      A distributed staff has forced us to refine our management style.  Using Bonita BPM 
and automatic reporting, we have been able to manage our people asynchronously.  
Tasks are assigned using the automated process flow.  Those same tasks are tracked 
using management reports.  We know very quickly when a project is falling behind and 
can allocate resources to get it back on track. 

·      Managing a sales team is a very different trick than a technical team.  There are 
excellent tools out there that sales professionals are already familiar with.  We use a 
standard, cloud based CRM system that Bonita BPM can integrate directly with to work 
with our distributed sales staff.  This keeps the sales pipeline full and our sales staff 
happy and productive. 

Recognize that every business is different and will require custom Business Process 
Management to run effectively.  This real world example with Bow Tie Websites is meant to give 
you a starting point when you develop your own processes. 
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1: Business Process Management 

Processes are everywhere 

  
Think about the last time you made a cup of coffee. 
  
I generally use a French press to make my coffee and there are several steps to make one cup 
o' Joe. I have to fetch the beans, grind them, place the grounds in the pot, boil the water then 
pour it on top of the grounds (with an artful swirl) and, finally, I press the filter down after a wait 
of 3 1/2 minutes. 
  
Making coffee is something that most of us do without thinking. However, there are many 
business process concepts that can be illustrated here. 
  

1. Processes are often done without any thought – it takes some discipline to think through 
every step and document exactly what needs to take place. 
 

2. A functioning process often has lots of room for improvement.  Instead of boiling the 
water after grinding the coffee beans, I could have started the water boiling and ground 
the beans at the same time.  This would create a parallel execution path and would 
decrease the time to completion. 
 

3. Since I make an entire pot, it takes exactly the same amount of effort to create 3 cups of 
coffee as it takes to create 1 cup of coffee.  However, if I needed 4 cups of coffee (for a 
meeting), it would require twice as much effort since I would need to do this process 
twice.  If I had to produce more than 3 cups on a regular basis, a simple optimization 
would be to get a bigger French press.  With one equipment upgrade my process 
workload is cut in half. 
 

4. There are a number of tasks in this process that are left implied, but need to be explicitly 
handled.  For example, the assumption at the beginning of the procedure is that the pot 
is clean and ready to make a new cup of coffee.  In addition, it’s assumed that the beans 
are available in sufficient quantities.  Cleaning the pot and stocking the supplies are 
procedures that need to be handled, but are outside the scope of this one process.  
Likewise, many real world business processes have interdependencies that can’t be 
ignored. 

  
It may seem overly simplistic to draw real world business process concepts out of the procedure 
to make a cup of coffee; however, many successful companies have been built on exactly this 
sort of replicable procedure.  One notable business that immediately comes to mind is 
Starbucks. 
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What is Business Process Management? 

 
The official BonitaSoft definition is:  Business Process Management (BPM) is a set of tools and 
methodologies to model, automate, monitor and optimize the process of an organization. 
  
BPM is ultimately about looking at a business as a complete system.  People and systems both 
work together to accomplish the overall goals.  A BPMS allows your disparate software systems 
to integrate with the day-to-day tasks of your staff. 
  
I like to think of BPM in terms of “Business as software”.  When look at your business as a 
software application, it changes the way you run things. 
  
Let’s look at a real world example. 
  
A sales rep closes his first deal for a new website with Bow Tie Websites.  The client would like 
to have the domain www.acmetoothpicks.com. However, they are unclear about whether they 
currently own the domain (or a variant of the domain).  So a process is started to secure that 
domain name. 
  
This is a perfect example of a process that could be automated.  A search through WHOIS tells 
us that the domain is available, and most domain registrars have sophisticated APIs to 
automate everything. 
  
However, if we tried to automate the process before we set up this website, we may well lose 
the business.  Automating the process could take several weeks and the client wants the 
website finished sooner than that. 
  
So, we build our first version of the process with people executing the steps.  A person is much 
more flexible than a program and they can handle a task like “Search WHOIS for 
acmetoothpicks.com” without explicit levels of detail.   Each task must have general instructions 
and specific outputs – but a person will always handle the unexpected better than a program.  
Image 1.1 shows the basic process using standard BPMN.  Don’t worry about the notation 
specifics; we’ll cover them in detail in later chapters. 
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Image 1.1 – Check Domain Availability BPMN 

Life Cycle 

  
If you have a technical or programing background, you may be familiar with the software 
development life cycle.  The BPM life cycle is very similar.  As we talked about in the previous 
section, BPM becomes much more straightforward if you think of a business as a software 
project. 
  
In both cases (software development and BPM), the life cycle is iterative and is based upon the 
concept of continuous improvement.  Image 1.2 shows the general process and the actors in it. 
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Image 1.2 – The BPM Life Cycle 
  
The upshot of this cycle is that at no time are we having designers create whitepapers and 
submit them for comment before “tossing them over the fence” for the developers to implement.  
A practical, functional system is one that is highly collaborative.   A designer often will sit with 
the actual implementer (or “domain expert” if you prefer the business parlance) and discuss how 
a process is accomplished.  The modeling happens at the same time to create a functional, 
executable process on the fly.  This process will be run and watched to confirm that it does, 
indeed, do the job properly. If it doesn’t, it will be optimized to catch special cases and missed 
scenarios (and the process starts all over again). 
  
Common questions a designer will put to an implementer are: 
  

·      Is this what you do? 
·      What happens when you get the information back? 
·      Where do you record that detail? 
·      What happens next? 

  
During the course of modeling and execution, a designer will discuss with IT, managers and 
system administrators the technical implementation details to actually execute the process.  
Common points of discussion with IT and managers are things like: 
  

·      How do we connect to that database? 
·      What will we use to log users in? 
·      What are the Key Performance Indicators (KPIs) that we need to monitor? 
·      Where and how will we deploy Bonita? 

  
While the process is executed, designers will talk with the end users to determine if it works the 
way the users expect it to.   Generally, this is the point that a designer will get the most practical 
feedback.  Some of the information gathered at this point comes from analysis of the processes 
themselves.  Other (often better) information can be gleaned from conversations with the end 
users. Good questions to ask at this point are: 
  

·      What could we do better? 
·      Where are the bottlenecks? 
·      Is this task clear enough? 
·      Do you have all the information you need at every step? 

  
The optimization part of the life cycle can deal with everything from changing the process flow to 
remove bottlenecks (or split linear processes into parallel processes) to changing repetitive 
human tasks to service tasks.  Be careful with optimization, often it’s possible to break a 
functioning process by optimizing for to specific a scenario.  Things to think about during 
optimization: 
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·      Should we split up a process so two people can work at the same time? 
·      Do we need to upgrade hardware or software to speed things up? 
·      What tasks could a computer do more efficiently than a person? 
·      Sometimes a wholesale change may be required of the way an organization does a specific 

process.  Just because something has been done one way forever does not mean the current 
way is the best way. 
  
Processes should remain fluid and dynamic.  The point to stop when developing a process is 
when that process is “good enough”.  If it does the job, does it consistently and efficiently, then 
and only then will we call a process “done”.  Could we optimize further?  Almost certainly…  But, 
the law of diminishing returns applies.  Generally, it is better to move on to a new process once 
an existing one has been optimized a couple of times. 
  

Business Process Management Solution 

  
So, what is a Business Process Management Solution? 
  
In short, it’s a set of software tools to implement BPM in an organization. 
  
There are a number of solutions out there, but the vast majority of them are accompanied by 
legions of consultants (which generate a final price tag with far too many zeros at the end to be 
palatable for most businesses). 
  
This book covers the BonitaSoft BPMS.  While much of the BPMN sections and design 
principles could be used in other systems, we will focus exclusively on the Bonita solution. 

Process vs. State 

  
A developer mindset is usually centered on data and state.  Is the door (object/data) open or 
closed (state)?  To develop a system with this design philosophy, we must first abstract every 
part of the business into business objects which can then be interacted with programmatically. 
  
In contrast, a BPM designer comes at problems with a process oriented paradigm.  
  
Since Bonita takes care of most of the implementation details, a BPM designer can think more 
in terms of actions, events and decisions.  This mindset is much closer to how real business 
works.  The “Business Logic” is built into the process itself.  As a result, a process-centric 
system will be much clearer to users and be much simpler to implement. 
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What is a process? 

  
Most processes can be distilled down to a series of if-then-else decisions, they don’t rely on 
“black box” business objects and are much easier to understand and work with. 
  
The following questions help define a process: 
  

·      What is the particular business scenario covered by the process? 
·      What discrete steps does this process break down into? 
·      What events could start the process? 

  
Once a process is broken down into steps, ask questions like this to further understand the 
process: 
  

·      What happens now? 
·      What happens next? 
·      If this happens, then what happens? 

  
A key point to understand about business processes is that they can (and often do) span 
multiple departments and integrate with other business processes. 
  
The example above checks domain availability, but the process itself is started by an event 
triggered when the deposit is confirmed paid.  This process comes from the accounting 
department yet it triggers events in the technical administration department. 
  
Another example from a different business context would be when a sales order of a physical 
good triggers an event to restock inventory in the warehouse. 

What is Business Process Management Notation? 

  
Business Process Management Notation (BPMN) is a standard graphical notation for modeling 
business processes. 
  
The Object Management Group (OMG) proposed the first version of the standard in 2004. The 
OMG is the same group who proposed UML, CORBA, Data Distribution Service and many 
others.  The current version of BPMN is version 2.0 (which was released in 2011). 
  
Basically, BPMN provides organizations with a standard way to define, exchange and 
collaborate on processes.  By using a standard to define the process, different users can use 
different tools and still communicate effectively.  If a designer created a process flow in Visio, 
the final process could still be implemented in Bonita. 
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BPMN Core Elements 

  

 
Image 1.3 – Core Set of BPMN Elements (source: OMG – bpmn.org) 
  
Image 1.3 displays the core elements of BPMN.  There are essentially four types of elements to 
concern ourselves with.  Flow objects contain the details of what needs to be done and 
decisions that need to be made.  Connecting objects join flow objects together into a logical 
sequence.  Swimlanes define the process boundaries.  Artifacts define details related to flow 
objects.  
  
Something to be very clear on: In Bonita a pool is a process and a process is a pool.  The two 
terms are completely interchangeable. 
  

 
Image 1.4 – Bonita Implementation of BPMN 
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What’s next? 

  
So, congratulations.  You’ve just completed a 10,000-foot view of BPM.  In the next few 
chapters we will go into more detail on the Bonita way to handle BPM.  We will talk about all the 
specific details needed to create and execute real world processes. 
  
But, before we can build processes in Bonita, we will need to set up a development and test 
environment.  So, let’s dive into the details of BonitaSoft in the next chapter. 
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3: Introduction to BPMN 

Pools 

  
The pool is fundamental concept in Bonita.  Each pool is a process – each process is a pool.  
As such, we will use the terms “process” and “pool” interchangeably in this book. 
  
What causes confusion is that a process diagram may contain several pools. However, in the 
Bonita execution engine, each pool gets installed and managed separately as a distinct .BAR 
file (more on this later). 
  
Each pool has a label and a version number – this is how the system can keep track of which 
process is which and can handle inter process communication with instantiated processes from 
previous versions currently running. 
  
The label is displayed on the far left side of the pool in the Bonita Studio.  The version is 
displayed on the General tab below the diagram (See image 3.1). 
  

 
Image 3.1 – Pool Label and Version 
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You can see in image 3.1 a complete and functional (though not yet very useful) pool.  In order 
for a pool to be executable, it must have a name, a version, at least one start event and at least 
one end event. 

Basic Start and End Events 

  
There are 5 different types of start events and 5 different types of end events.  To get started 
with development in Bonita, you really only need to concentrate on the basic start and end 
events. 
  
One thing to clearly understand is that a process may have multiple ends.  Not every path of 
execution needs to come to the same end event.  This will make your process diagrams much 
more readable.  When a objective is completed (e.g. travel has happened, has been cancelled, 
has been refused, etc.), simply place an end event after the completed event and the process 
will end.  
  
Simple processes will generally have only one start event.  Other, more specific, start events will 
be covered in later chapters. 

The Start Event 
  

 
Image 3.2 – Start Event 
  
The start event (See image 3.2) is used for a manual process start.  This process start could be 
triggered from a user clicking the start button in the Bonita BPM Portal or from another process 
executing a call activity.  Either way, the process will begin execution from this point. 
  

The End Event 
  

 
Image 3.3 – End Event 
  
The end event (See image 3.3) indicates the end of a path.  There can be several of these 
within a pool.  Depending on where they are the process may continue on.  For example if there 
are parallel paths running within the pool and one path ends, the process would then continue 



21 

on the other path.  If there are no other paths currently executing, the end event will end the 
process. 
  

The Terminate End Event 
  

 
Image 3.4 – Terminate End Event 
  
The terminate end event (See image 3.4) stops the process completely regardless of other 
executing paths.  This event signals completion of the process and ends execution of any 
parallel events within the pool. 
  

Common Event Types 

  
There are certain events that you’ll find that almost every process has.  After all, a process isn’t 
useful if it doesn’t do anything.  You will use these 2 event types on almost every single process 
you create.  Basically, you can either have a human do a task (which creates a task in their to 
do list) or you can have a computer do the task (which doesn’t show up in anyone’s to do list). 
  

Human Task 

  

 
Image 3.5 – Human Task 
  
Human tasks (Image 3.5) are the visible portion of your process.  A human task has a form that 
the user can interact with and needs to have a defined actor (the user to do the task).  
Generally, a human task will provide a simple task description and some variable data that the 
user must enter in.  For example, a human task could be “Review Application” with a simple Yes 
/ No radio box to indicate whether the application was approved or not. 
  
Note: 
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Human tasks touch on a couple of points that will be covered in more detail in later chapters.  
For now, two tips to get you going: 
  

1)   An actor can be defined in the Actors area on the General tab (See image 3.6) – we will cover 
actors in much more detail in Chapter 13. 

2)   The user interface is defined in the Pageflow area on the Application tab (See image 3.7) – we 
will cover forms and user interfaces in Chapter 14. 
  

 
Image 3.6 – Human Task Actors Definition 
  

 
Image 3.7 – Human Task Form Definition 
  

Service Task 
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Image 3.8 – Service Task 
  
Service tasks (See image 3.8) define the computer driven or automated portion of your process.  
The way Bonita BPM handles this is via “Connectors”.  Connectors will be covered in more 
detail in Chapter 10.  For now, think of connectors as a way to tell the computer to do some 
specific task.  
  
Specific connector implementation can be defined using the Connectors area of the General 
tab.  Add a new connector and you will be presented with a dialog that lists all of the available 
connector definitions.  Image 3.9 shows a connector to send an e-mail via SMTP. 
  

 
Image 3.9 – Connector Definition Dialog 
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Other Event Types 

  
The BPMN standard defines several other specialized tasks that you will use regularly.  Not 
every one of these will appear in every process you develop, but you will use them on a regular 
basis. 
  

Call Activity 

  

 
Image 3.10 – Call Activity 
  
The call activity (See image 3.10) is used to call another process.  The pool may be in the same 
process diagram or it may be in another.  So long as the process has been installed on the 
Bonita BPM Engine, the call activity will be able to instantiate the process correctly. 
  
The process to call (and which version of that process) is defined in the General Tab (See 
image 3.11).  Data mapping (passing values to and from that process) will be covered in more 
detail in Chapter 5. 
  

 
Image 3.11 – Call Activity General Tab 
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Call activities depend on correct and specific labeling of processes and sub-processes.  Much 
like calling a function or method within an object (for those who come from a programming 
background), if the subprocess is not named correctly, the call activity will fail.  Once the 
process flow reaches the call activity, the parent process flow will stop and the flow will continue 
within the sub-process.  When the sub-process completes, the process flow will return to the 
parent process. 
  
The whole point of a call activity is to make processes reusable.  Parent processes can call sub-
processes (or several sub-processes).  These sub-processes could also be parent processes to 
additional sub-processes.  By designing real-world processes in this way, simple processes can 
be strung together to create complex processes. 
  
As processes call sub-processes, there must be a mechanism in place to pass data from parent 
to sub-process and back again.  This is accomplished by means of data mapping. 

Script Task 

  

 
Image 3.12 – Script Task 
  
Bonita is built on top of Java.  As a result, the script task uses a simple scripting language called 
Groovy to handle simple tasks and activities.  You can create complex logic and deal with 
multiple variables inside of a script task. 
  
Script tasks bridge the gap between process logic and connectors.    
  

Abstract Task 

 
Image 3.13 
  
At the design phase of your process, an Abstract Task acts as a placeholder for tasks that need 
to be defined, but you’re not quite sure of the details. Abstract tasks allow you to keep up with 
your design schedule. You can go ahead and model the entire design without waiting for the 
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every task detail to be established. It is basically a placeholder (you will need to define it as a 
runnable task eventually). 

There are no problems when running a process that still has Abstract Tasks (they haven’t yet 
been completely defined and turned into a more specific task type). Because they are 
undefined, they will be executed as default service tasks and will not in any way alter or affect 
the rest of the process flows which values are already defined.  No data will be changed and no 
form will be displayed to the user.  So long as there is a sequence flow exiting the Abstract 
Task, the process will skip right over it. 

  

Message Tasks 

 
Image 3.14 
 
Message Tasks are the BPMN method of exchanging information. Message Tasks can send 
and receive (or “throw” and “catch”) messages. Messages can be used for inter-process 
communication or between pools. 

A common point of confusion is mistaking message tasks as emails.  While Bonita BPM does 
allow emails to be sent and received, this is done using connectors – not Message Tasks.  
Message Tasks were specifically designed to communicate within the studio – generally to pass 
variable information from one pool to another. 

To really understand Message Tasks, you need to have a basic concept of how data 
management works within Bonita BPM.  This is covered in more depth in Chapter 4 (Using Data 
in Bonita BPM).  

  



27 

 

Image 3.15 – Data Subtab 

  

As a simple example, let’s consider a single item we need to keep track of, the client’s name.  
We could store the client name in a text (or string) variable called clientName.  In the first pool, 
we add the variable to the “Data” subtab of the “General” tab. 

 

Image 3.16 – New Variable Dialog 

Once this variable has been defined, we can send a message from one pool to another (or even 
the same pool) to populate the data.  The message contains several critical items to identify it 
uniquely so that the message is delivered to the correct place.  Specifically, a message requires 
the following: 

1.     Name – this must be unique within the pool 

2.     Target Pool – the pool which contains the receive message task 
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3.     Target Element – the name of the receive message task 

In order to pass data, we must also create message content for each variable to pass.  Content 
items are defined in the table in the Add Message dialog.  The left column contains the content 
item name, the right column contains the content item value (generally a reference to a 
variable). 

  

 

Image 3.17 – Add Message Dialog 
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Transitions / Sequence Flow 

Transitions or “Sequence Flow” are a method of indicating which tasks are executed in what 
order. By using simple lines and arrows, we can see the behavior of the process segment by 
segment. 

Arrows are used to connect all objects in the diagram from the start of the process all the way to 
the end. 

Because there are many transitions in each pool, it is important that each Transition is properly 
labeled, more specifically with Conditional Transitions. Users could get confused with a certain 
Transition since similar conditions may be set in other pools. 

For example, instead of saying “A, 1, I” or any less-identifying labels, be specific of the transition 
being taken. If the transition means using “Airplane” then write “Airplane”.  If “Red” then “Red”. If 
“None” then “None”. 

Conditional Transitions 

Conditional Transitions are those which need to be evaluated first to meet a desired outcome 
given varied state of the process flow. Bonita studio allows flexibility in designing the process, 
evident by allowing the users to define the criteria of one output or input before proceeding to an 
input or an output. More of this shall be discussed later. 

A condition can be specified within the studio into an Expression, a Decision Table, and 
declaration of it as a Default Transition. 

  

  

  

Sequence Flow   

 
Image 3.15  
  
Process always follows this path. The Sequence Flow (see Image 3.15), represented by a 
single arrow, should start and end with only one process.  It can begin with a “diamond” or 
“slash” when talking about conditions. 

 

Conditional Sequence Flow 
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Image 3.16  
  
Conditional Sequence Flow is an expression associated with transition. The transition is taken 
only if the condition is evaluated with the criteria TRUE. It is represented by an arrow with 
diamond at the beginning. 
  
Default Sequence Flow 

 
 Image 3.17  
  
Process follows Default Sequence Flow only if all other flows are evaluated as “FALSE”. It is 
represented by an arrow beginning with a slash. 

Gateways 

  
Gateways are decision points. The symbol is a diamond. They are designed to handle every 
eventuality. They control how sequence flows would behave as they meet and separate within a 
process. There are different types of Gateways: Parallel, Exclusive, Inclusive, and Implicit. 
  
  

Parallel Gate 

 
Image 3.18 
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In Parallel Gateway, all inputs before a specific step should be satisfied first, regardless of the 
order, for the process to continue. In the image below, Step 1 and 2 should deliver their input to 
the parallel gateway first before the process continues to Step 3. 

 

Image 3.19 -  Parallel Gate Input 

 
Image 3.20 -  Parallel Gate Output 

 

  

The same thing goes for the output of Parallel Gateway. Once the flow reaches the gateway, in 
this case Step1, the next steps will be executed simultaneously. 
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If Step2 in this case is a human activity, then the person assigned to it should perform his task, 
simultaneous with Step3 which could be a service task for example, which would run 
automatically. 

Exclusive Gate 

 
Image 3.21 
 
  
In Exclusive Gateway, as soon as one of the inputs is delivered, the output will go on with its 
process. 
  

 
Image 3.22 - Exclusive gateway input 
  
In the image above, we can see that Step1 delivered to the Exclusive Gateway, this makes 
Step2 automatically out of the whole process. The system does not care about Step2 anymore 
and will continue with the process to Step3. 
  
If there are people working on Step2 or if there is an intention to execute Step2, their 
performance will be disregarded by the system. The ongoing process on Step2 will be halted. 
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              Image 3.23 -  Exclusive gateway output 
  
On the other hand, Exclusive Gateway Output requires conditions. In the image above, we can 
see that there are 3 Steps to choose from. Each step has different conditions represented by a, 
b, and c. The system will only choose from conditions which have “true” value. 
 

 
Image 3.24 -  User Specifies the transition order 
  
If there are two or more conditions, they will be evaluated according to how the system was 
ordered, which can be manually done in the studio. The first among the conditions with “true” 
value will be the one chosen. Thus, Step2 is chosen and Step2 and 4 are disregarded. 
  
  
  
  
  
Inclusive Gate 
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Image 3.25 
  
You can have multiple output transitions. All outputs which have “true” value are all taken. The 
same is true with output transition which has no condition attached to it. If there is a default 
condition, the system will only be taken if there are no other conditions existing. 

 

Image 3.26 -  Exclusive gateway output 

  
Implicit Gate 

BPMN notation allows having Implicit Gateways. We can say that Implicit Gateways can 
interpret activities by just using transition arrows. Notice how links are interpreted as “Exclusive” 
and “Parallel then Inclusive” in the next images (Images 3.26 and 3.27 ) 
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If you don’t have a gateway but you have activities linked together the flow of the process 
becomes as follows: 

 
Image 3.26 -  Implicit gateway input 
  

 
Image 3.27 -  Implicit gateway output 

  

Best Practices 

Following the standards set by BPMN is essential to have uniformity when implementing 
processes and interpreting designs. But the most important thing to remember is to achieve 
desired outputs even if that would mean not following all the standards. 
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In Bonita BPM, there are times when some practices may not be the same as what others in the 
BPM community is doing. But as long as your organization gets to communicate the whole 
process effectively, it won’t matter a lot. 

Below are some of the Best Practices for this chapter: 

1. The goal is always to make sure you can hand your process design to somebody else and 
not have to sit with them and explain everything. 

2. Label Exclusive gateways with a yes/no question, and label the outgoing sequence flows yes 
and no. It makes reading your diagrams and process flows a lot easier. 

3. Focus on readable diagrams; it doesn’t affect the execution. 

4. Explicit gateways give you a lot of opportunities to be clear about what’s happening about the 
process. 

5. State your assumptions anywhere you can. 

6. When using Exclusive gateways, always define a default sequence flow. Avoid situations 
where your multiple outputs have “true” values. It is allowed by the system and BPMN 2 but it’s 
better to do away with that. 
  

 
Image 3.28 -  Example of Exclusive Gateway with Conditional and Default Sequence Flow 
  
In the image above, the default is labeled as “none”, which means the person does not take a 
train or an airplane. Please refer to “Best Practices” number 6. 

Text Annotations 

  
Text Annotations are documentation or a way of putting in notes to yourself, your analysts or 
whoever will see your designs and processes. This is a way of letting others know what you 
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think (or a note of what is happening in the process). It is basically a way of leaving comments – 
much like in programming languages. 
  
Text Annotations can be place on the diagram, a process, or to an element. They are useful 
information that might be helpful during processes maintenance later on. 

 
Exercise 1 – Create the skeleton 

During this training, you will design a process from A to Z. This process name will be Project 
Validation. The aim is to manipulate the main features of Bonita BPM and particularly Bonita 
Studio and the Bonita Portal. 
 
For each exercise, you will first have an overview of what to do. You can try first to do it by 
yourself, just following the instructions. If you experience some difficulties, you will have some 
tips that you can refer to. Once you have completed the exercise, you can check your work by 
following along with all the detailed steps. 
 

Instructions 
 
Create a simple process called “Project Validation”.  The basic steps of this process are: 
 

1. Approve proposal 
2. Notify proposal approved 
3. Notify proposal refusal 
4. Analyze impact 
5. Validate project 
6. Notify project accepted 
7. Notify project refused 
8. Do the project 
9. Notify project delivery 

 
The process should end if the proposal or project is refused.  For this exercise, we will just 
create the steps and gates. 
 

Tips 
 
You will need to use Human Tasks, Service Tasks, Abstract Tasks and Exclusive Gates. 
 

Detailed Steps 
 
Step 1: Start Bonita Studio 
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In the folder where you installed Bonita BPM: 
● Under Windows, run “BonitaStudio.exe” (or “BonitaStudio-64bits.exe”) 
● Under Linux, run “BonitaStudio.sh” 
● Under Mac, double click “Bonita BPM <version>” in the Applications folder 

 
Step 2: Create a new process 
 

Click on the New button 
 

 
 
Step 3: Set up diagram and process name 
 

Unselect all the elements in the diagram by clicking in an empty area outside the pool.  In 
the Details panel (bottom right of the window), in the General tab, select the Diagram 
pane.  Click on Edit and set “Project” as the diagram name and “Project Validation” as the 
pool name. 
 

 
 
Step 4: Start the process with “Proposal Made” 

 
Rename the start event to “Proposal Made”.  To do this, click on the green start event, go 
to the Details Panel and the General tab. 
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Step 5: Rename the first task to “Accept or Refuse the Proposal” 
 
Rename Step1 to “Approve Proposal”.  Click on the task, got to the Details panel and the 
General tab. 
 

 
 

Step 6: Create two paths to manage notifications for approved or refused proposal. 
 
Create an Exclusive gate: “Proposal Approval”.  Select the “Approve Proposal” task and 
drag-and-drop the gate icon. 
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Select this new gate and click on the icon at the bottom. 
 

 
 
Click on the Exclusive gate. 
 

 
 
Rename it. 
 

 
 

Step 7: Add a Service Task to send a notification email when the task is approved 
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Create a Service Task: “Notify Proposal Approved”.  Select the “Proposal Approval” gate 
and drag-and-drop from the task icon. 
 

 
 
Select this new task and change its name. 
 

 
 

Step 8: Add an alternate path for the refusal 
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Step 9: Add an end event 
 

Add a terminate end event: “Proposal Refused” to finish the process if the proposal is 
refused.  Select the task “Notify Proposal Refused”, then drag-and-drop the event icon.  
Select the Terminate End Event. 
 

 
 
Select the terminate end event and rename it “Proposal Refused” 
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Step 10: Add “Analyze Impact” and “Validate Project” steps 
 
Select “Notify Proposal Approval” step and drag-and-drop to add a step.  Change its type 
to have a human step. 
 

 
 
Rename it to “Analyze Impact” 
 



44 

 
 
Add the “Validate Project” step.  (Using the same steps as before) 
 

 
 

Step 11: Add notification steps for approved / refused project 
 

Do exactly the same as you did before with the Exclusive gate and “Notify Proposal 
Approval”.  Name the Exclusive gate “Project Approval”.  Name the two steps for 
notifications: “Notify Project Accepted” and “Notify Project Refused”.  Also, add the 
terminate end event when the project is refused.  You should obtain a diagram similar to 
this: 
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Step 12: Add steps for doing the project and notification of project delivery 
 

Add a task after “Notify Project Accepted”.  Change its type to abstract task.  Name it “Do 
The Project”.  Then add a task called “Notify Project Delivery”. Finally, add a terminate end 
event named “Project Finished”.  When everything is done, you should have a diagram 
that looks like this: 
 

 
 

Note:  We have not defined conditions on outgoing flows from the Exclusive gates, so this 
process is not yet executable.  In short, the process will not yet run as there are errors in it. 
 
 
 
  
 


