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Providing a Workflow Suite for 
Lotus Notes Environments 

By Ronni T. Marshak ___________________ _ 

IN BRIEF: Even though Lotus Notes is probably the leading deploy
ment environment for workflow applications, Notes, itself, is not 
optimally designed for easily developing complex processes. The 
major limitation is that there is no workflow context in which to 
diagram and build sequential processes addressing the 3 Rs of 
workflow: rules, routes, and roles. GroupFlow from Pavone is de
signed to provide the workflow development context for building 
Notes-based processes. The workflow builder is separate from Notes, 
but it generates applications that run within Notes and which are 
managed by Notes. The GroupFlow set of tools provides a complete 
workflow solution for all but the highest end of transaction-based 
processes. 
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FEATURED REPORT: BY RONNI T. MARSHAK 

Pavone GroupFlow 
Providing a Workflow Suite for Lotus Notes 
Environments 

Is Notes a Workflow Platform? 

Workflow Functionality 
within Native Notes 

Key Notes Workflow 
Features 

Lotus (and now IBM) promotes the workflow capabilities of Lotus Notes. As, 
indeed, it should. Starting with Release 3.0-and greatly improved in Release 4.0-
Notes offers key workflow features completely integrated within the standard Notes 
environment. 

Even without these features, Notes can be considered a platform for workflow 
simply because that is what it is being used for. Indeed, before most of the workflow 
capabilities were even introduced, Notes developers found innovative ways to create 
relatively active and complex tracking applications. In general, Notes applications 
are business processes, not simple discussion databases. And Notes users live within 
these processes, taking advantage of the group collaborative environment for 
accessing individual work within the process. 

AGENTS. The current release of Notes features server-based agents. These agents can 
be event-based (based on a change in a field in a Notes form or based on a change in 
an external database) or schedule based (based on a specific time or time lapse). 

In Release 4.0, Notes maintains the primary behavior of agents but provides 
significant enhancements in two areas. 

Agent Management. In the next release, agents will be managed differently. 
Currently, the Macro task checks once an hour to see if any agents should run. In 
4.0, there will be much more flexibility and granularity in how often and under what 
conditions agents run and are monitored. 

Agent Builder. Notes 4.0 includes a three-part agent builder. In part one, you specify 
when the agent should launch-for example, when new mail arrives or at a specified 
time (e.g., 2 p.m. daily). 

In the second step, you indicate which documents are acted upon by the agent. 
Documents can be specified, or the selection can be based on a full-text query via the 
Notes QueryBuilder Interface. 

Finally, you tell the Agent Builder what actions the agent should take. Actions can 
be defined with an @Function formula (familiar to all Notes designers), with Lotus 
Script, or as a sequence of one or more canned actions. Canned actions-actions that 
are predefined by Lotus-are also new in Release 4.0. These include such operations 
as "copy documents to database," "send mail," and "remove from folder," just to 

( 

name a few. 
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Is Notes a Workflow Platform? 

What's Missing? 

ACTION BAR. Release 4.0 adds an action bar-a nonscrolling area of a Notes form or 
view that presents the user with logical action options. Actions fall into two 
categories: standard actions, such as print, save, and edit, which are always 
available; and custom actions, such as approve, reject, or send to manager, which are 
created by the application developer for specific applications. Since the Action Bar 
is context sensitive, only those actions appropriate to the step in the process are 
available to the user. 

NOTESFLOW. Actions defined in a form can be transferred to an OLE object 
embedded within the Notes document. For example, a contract displayed in Word is 
embedded in a Notes document. When the document is opened, the contract is 
launched within the word processor. Users have access to all the word processing 
commands as well as to the Notes commands available to the containing Notes form. 
So Approve or Reject commands defined as Notes actions can be chosen from within 
the word processing document. 

TRACKING WITH CATEGORIES. The Notes environment naturally lends itself to tracking 
types of applications because of the flexibility in creating views and categories. 
Categories representing the status of a document (piece of work) are very easy to 
assign; thus, viewing by category indicates the status of work in process. 

OTHER WORKFLOW FEATURES. Release 4.0 is expected to include conditional routing 
via routing slips in the mail functions. Also, buttons that launch designer-defined 
programs can be placed on a form. 

The key piece of the workflow puzzle that Notes does not offer is an overall 
workflow orientation. Although there is very much an application focus, there is no 
mechanism for modeling the flow of work within the Notes environment. All of the 
Notes workflow features are, in effect, discrete functions which, when put together 
well by a savvy developer, create a smooth-running process. This requires a lot of 
work on the part of the application designer, who has to figure out how the process 
should run and how to make the best use of the available tools to achieve the desired 
result. Because there is no high-level model for business processes, it is very likely 
that steps might be left out or be designed incorrectly. 

The three basics of workflow-rul~s, routes, and roles-don't map directly to the 
Notes features. Rules can be agents, buttons, or field conditions. Routing depends on 
views and categorization as well as field conditions, and roles are attributes for 
individuals-actually, a set of privileges-rather than groups of skill sets. Again, an 
excellent workflow application can be built in native Notes, using only the features 
provided, but building a process with any complexity is significantly more difficult 
than it would be with dedicated workflow tools. 

Pavone Offers Comprehensive Workflow within Notes 

Product Philosophy Aiming to fill the workflow holes in Lotus Notes is Pavone, with its GroupFlow 
product line. Pavone identifies three basic types of workflow (with a lot of variation 
within each category): 
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Pavone Offers Comprehensive Workflow within Notes 

Examples of Workflow 
Applications Using 
GroupFlow 

Ad hoc'workflow, in which routing of documents is determined on the fly. This 
is handled extremely well by native Notes. 

Semi-structured workflow, which contains predefined steps with exception 
routing and occasional ad hoc routing requirements. 

Production workflow, which contains highly structured transaction-based 
processes. It is typically handled by imaging and other high-end, structured, 
enterprise-wide workflow builders, such as FileNet, IBM's Flowmark, and 
others. 

GroupFlow is designed to provide semi-structured workflow capabilities within the 
familiar Notes environment. The product uses native Notes as the runtime and 
workflow information repository. And, while the graphical workflow modeling 
components of GroupFlow operate outside the Notes environment, they are written 
in Visual Basic and C++ against the Notes APIs, building true Notes applications. 

ORDERING SUPPLIES. GroupFlow is designed for the mid-tier of workflow 
applications, or semi-structured processes. One such process is ordering office 
supplies. The steps are relatively simple, yet they are predefined. (Illustration 1 
shows a basic GroupFlow model for the process.) Basically, the process steps go as 
follows: 

• The order is initiated. Any number of people may initiate an order depending on 
roles and authorization level. 

• The order can then follow two routes: Go for approval or follow a path where 
approval isn't necessary. The appropriate path is based on a rule that compares 
the value of the order with the authorization level of the initiator. 

• If the order is not approved, an order revision is generated by the initiator, 
looping back through the first few steps of the process. 

• If the order is approved or if it doesn't require approval, the next step is to create 
a purchase order in the Purchasing Department. At this point, the preferred 
supplier may be determined based on conditions or from a list of authorized 
vendors. Exact prices and delivery conditions may be negotiated with the 
supplier. If the supplier is also a Notes user, the ad hoc inter-organizational 
discussion capabilities of Notes can be used for this negotiation, feeding 
information back into the more structured workflow. 

• Once the conditions of delivery are set, the process goes into a waiting step until 
the order is delivered. At that point, the order receipt is checked against the 
delivered goods. If the two match, the supplies are distributed and a check to the 
supplier is cut and sent. If there is a problem with the order, a Back Order file or 
Problem Report is created, and you go back either to negotiation with the 
supplier or to the waiting step. 
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Pavone Offers Comprehensive Workflow within Notes 

. Ordering Office Supplies Using GroupFlow 

T ask: Initiate Requirement 

Approval not necessary 

T ask: Create Purchase 0 rder 
Task: Budget I Accounting 

Approval =''Yes'' T ask: Await Delivery 

IAptprOtval ="No" 

T ask: Initiate payment 

Illustration 1. Pavone's GroupFlow lets you model traditional structured workflows that execute in Notes, 
including conditionals and backward-looping of tasks. 

6 

REPORT PUBLICATION. Often, unstructured tasks are required within a structured 
workflow. In this example, a combination of structured and unstructured steps are 
undertaken to produce and publish documents such as internal financial reports or a 
company newsletter. (Illustration 2 presents the basic GroupFlow model for this 
process.) The steps are as follows: 

• The first step is to commission tire report from someone in the organization. 

• This request passes to someone who actually specifies the requirements for the 
completed publication. 

• The next stage is the actual writing and assembly of the report or document 
itself. This is typically an unstructured "team" task, where a variety of people 
contribute ideas. There is no particular order, and the communication between 
the various people can be by mail as well as via the shared database itself. 
However, there is always one person assigned who has the authority to close the 
task-determine that the writing has been completed. This person-say, the 
editor-in-chief-is the only one who can pass it on to the next task in the 
process. 
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Pavone Offers Comprehensive Workflow within Notes 

• The next step in this process is proofreading the document. In this task, another 
function of GroupFlow is used which requires that at least two people out of a 
potential four-person group must carry out the task before it can be considered to 
be complete. The people actually doing the work do not need to know this; once 
the second person assigned as part of the workgroup to complete the task 
finishes proofreading, the system will automatically route the document. 

• At this point, a decision is made, based on a condition, to distribute the 
document on the Internet and/or to print and distribute by hard copy. This 
decision is based on the length of the document, but it could be based on any 
field or combination of fields in the document form. 

Both of these scenarios are simplifications of the actual implemented processes, but 
they serve to demonstrate the combination of structured and unstructured (ad hoc 
Notes collaboration) tasks that are necessary to do real work. 

Combining Structured and Ad Hoc Steps 

nit: Production 
ask: Initiate Requirement 

nit: Print Shop 
Role: Marketing Manager ask: I nternet Publication 

ask: Create Report Requirement 

G ener al distribution ? 

~D:::rR-.:workgroluP: Writers 
Proof Reading 

> .( pages (= .( ..t~g.e~ 
nit: Print Shop ~ Unit: Print Shop 
ask: Layout I P agination ~ T ask: Print I Binding 

U nit: Print Shop 

~dU ... C .. :iOO 
U nit: Print Shop 

V.~ T ask: Printing 

Illustration 2. In this process, the third task (Report Creation) is assigned to a Workgroup (Writers). This task is 
actually a Notes-based collaborative effort, where the various group members write, share, and discuss the 
document to be published. This collaboration is ad hoc, with no prescribed sequence of events or specifically 
assigned roles. Once the collaboration is complete, however, the resulting document moves back into the 
prescribed structured flow. 
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Pavone Offers Comprehensive Workflow within Notes 

Product Family 

GroupFlow Runtime 

Three Database 
Templates 

Pavone offers four products in its GroupFlow family: 

GroupFlow Runtime. Released August 15, 1995, Runtime is a set of Notes 
databases where users "do the tasks that must be done." 

GroupFlow Modeler. Released August 15, 1995. Modeler. a graphical 
workflow application design-mapping tool, external to Notes, models "what 
could be." 

• GroupFlow Simulator. Available 1 Q 1996, Simulator, a graphical tool, external 
to Notes, provides the "testing of 'what if. '" 

GroupFlow Analyzer. Available 1 Q 1996. Analyzer, external to Notes, 
measures "what has been." 

The Modeler, Simulator, and Analyzer do not run within the Notes environment, but 
directly feed the GroupFlow Runtime databases. 

The GroupFlow Runtime component is actually a set of three Notes Template Files 
(NTFs) from which you can create as many Notes applications as you want. The 
three database templates are: 

• Routing Structure database 
Organizational Structure database 
Application database 

ROUTING STRUCTURE DATABASE. All process information is stored within either a 
single routing structure database, which contains all models (workflow applications 
built with the GroupFlow Modeler) or within multiple routing structure databases, 
which contain selected models. All tasks defined in the Modeler are added to the 
task repository of the routing structure database where the model is stored. (See the 
section "The GroupFlow Modeler" below.) Thus, defined tasks are available for 
reuse to any other model assigned to that database. 

ORGANIZATIONAL STRUCTURE DATABASE. The organizational structure database is a 
Notes database where the people who are involved in a workflow application are 
defined. A "person" document is composed for each user, indicating the groups that 
the person belongs to. When adding a person to the organizational structure 
database, you can access the Notes Name and Address Book via a button. In future 
versions, the GroupFlow database will be synchronized with the Notes directory. 
(See Illustration 3.) 

Three Levels of Groups. GroupFlow groups people in three different ways: 

By Unit. The Unit is the enterprise at large. Each person can be in one and only 
one unit. Subunits (typically departments) can also be defined. Each person 
belongs to only one subunit within a unit. 
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GroupFlow Runtime 

By Workgroup. An unlimited number of workgroups can be set up, and an 
individual can be in multiple workgroups. Workgroups are used for more ad hoc 
groupings. 

• By Role. Roles represent skill sets, and each role can have subskill sets, called 
parameters. For example, a role could be "installer" and parameters could be 
"hardware installer" or "network installer." Parameters cannot be nested; there is 
a single layer of subskill sets. Each parameter is independent of the others but 
inherits the attributes of the parent role. An individual can play multiple roles. 

Units, workgroups, and roles are independent of each other, and a person can be in 
all three types of groupings. 

Adding a Person to the Organizational Structure 
Database 

- Lotus Notes 

Person 

Fjr~t Name 
Last Name 
FdlName 

Workflow Attributes 

Ur,itPath 
WUlkgre,up 
Role 

'Brian K. L 

Illuatration 3. When adding a person to the organizational structure database, you can access the Notes Name 
and Address Book via a button. 

APPLICATION DATABASE. The application database-or databases-is where work is 
actually done. This is the users' front end to their processes, where they find their 
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GroupFlow Runtime 

next actions and launch new jobs. A user can have a single application database that 
includes all the processes he or she is involved in. or the user can set up multiple 
application databases. each containing one or more workflow applications. With 
multiple databases, the user would, for example, go to the "Sales Order" application 
database to access any work related to taking and fulfilling a sales order. 

Standard Notes Behavior Notes users will find that the GroupFlow databases are very easy to use. They 
present information in the standard Notes model, which is nicely hierarchical. For 
example, in the routing structure database, you see the list of available process 
models and expand these to view the tasks within the model in order of execution. 
Similarly, in the organizational structure database, you can view by unit, workgroup, 
role, or person. If you view by person, expanding the view allows you to see what 
unit, workgroup, and/or roles each person is assigned to. 

P.rn'llnFlow Modeler 

Product Description 

Defining Tasks 

The GroupFlow Modeler is a graphical drag-and-drop environment where business 
users can define the tasks, the flow, and the routing conditions in the process. (See 
Illustration 4.) 

A task is created by dragging an empty task icon (a plain circle) onto the modeling 
screen. The attributes of the task are entered into a multi-tabbed screen where you 
define the properties and behavior of the task. (See Illustration 5.) To define a task, 
you specify the following: 

ICON. You assign an appropriate icon to the task, selecting from a template of 
predefined icons. Customers can add their own icons to the list. 

TASK LIST. The task list allows you to define the task as an existing task (supporting 
reusability of tasks across processes). 

EDIT TASK. Edit Task allows you to rename an existing task so that it inherits all 
attributes of an existing task. At this point, you can also define a new task or delete a 
task from the list of available tasks. Deleting a task doesn't actually remove it from 
the routing structure database; it simply disables it from being used in building 
future workflows. 

EDITOR. With the editor, you specify who is to complete the task. The editor (a 
decidedly non-workflow term, but one familiar to the Notes community) can be a 
person, a workgroup, a unit, or a role. You cannot assign more than one individual to 
a task. If you want to specify two or more people, you must make them into a 
workgroup. Unfortunately, however, you cannot create a workgroup at this point. 
You must go into Notes and create a new workgroup in the organizational structure 
database. 

When assigning a task to a workgroup, you can choose from all the existing 
workgroups defined. You can further specify how many members of the group-say, 
three out of a group of five-must complete the task. You can also specify one group 
member as a group leader for the task. This means that the task isn't done until he or 
she marks it as complete. 
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GroupFlow Modeler 

When a task is assigned to a unit, you have the option of excluding all subunits. You 
cannot selectively exclude certain subunits. 

Predefined roles are selected from a drop-down list. You specify whether role 
assignment is "simple"-anyone in the role can do the task; is based on a 
"parameter"-the task must be done by someone within a subskill grouping of a 
role; or is done by "field"-the value of a field within a form, such as the specific 
adjuster who is handling the claim. 

Graphical Process Modeling 

Existing Customer Unit Marketing 
:<'.' Task: Create New Customer Profile 

Small Quantity Person: Peter Marley 
T ask: Check Credit limit 

Illustration 4. The GroupFlow Modeler provides a drag-and-drop environment for mapping out your process. 
The Modeler is external to the Notes environment, but it automatically populates Notes databases. 

FORM. You select the front-end Notes form to be used to complete this task from a 
list of all forms defined in the routing structure database. You cannot, at this point, 
create a new form. New forms must be created within Notes. For each task, you 
choose one primary form, but you can also specify an unlimited number of 
additional forms that can be available to the person doing the task. 

ACTIVITIES. In the Activities section, you provide the instructions that guide the user 
through the task. GroupFlow automatically creates a checklist of things to do before 
a task is completed. This checklist appears on the Notes form. You can require that 
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GroupFlow Modeler 

all the checklist items be marked "done" before the task can be completed. or you 
can define the form so that it does not require checking off items. This is determined 
by the forms designer. who specifies whether or not the checklist field is a required 
field. 

Defining a Task 

Illustration 5. Defining a GroupFlow task involves selecting items from pull-down lists and filling in the blanks. 
Here, the role of Hotline is subdivided into skill sets depending on product. Thus, for the task "Resolve Customer 
Problem," only Hotline workers skilled in GroupFlow support are assigned. 

12 

RESOURCE. You can provide a text description of resources available to use while 
completing the task. This is not an electronic connection to any of these resources 
but simply a list. If you are using an existing task, a list of defined resources is 
available, and you can edit the resource list at this point. 

You also indicate here the duration of the task. Duration specifies the time allotted 
from when it arrives in the user's task list to the time when it should be completed. 
Duration can be specified in days, hours, or weeks. Duration is key to viewing 
whether tasks are overdue, but it is not a deadline. Deadlines are entered separately 
for each job (instance of the workflow application). We find the different between 
duration and deadline to be confusing, especially when duration and not deadline 
determines whether something is overdue. It also seems somewhat redundant to have 
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GroupFlow Modeler 

Defining the Flow of 
Tasks 

Populating the Routing 
Structure Database 

Integrating with External 
Applications 

to define deadlines by job when you have already specified in the task how long it 
should take. 

We are also a bit confused as to why duration is specified on the resources screen. 

DESCRIPTION. GroupFlow provides a place for putting in a narrative description of 
what the task is and how it should be done. 

You define the flow of tasks by drawing connecting arrows. Arrows can loop back to 
earlier tasks. If only one route is to be followed, a simple arrow indicates the flow. If 
routing is parallel or conditional, you draw the arrows in the same fashion, but you 
define when that particular route is followed. Options include: 

• Always. Flows with only one available route actually follow the "always" 
routing rule, which states that this particular route is always to be followed. For 
parallel routing, you specify that all the parallel branches are always to be taken. 

• Conditional. Conditional routing looks into a specified field value in a Notes 
form to determine routing based on boolean conditions. It is very easy to define 
boolean statements. You pick the fields as well as the boolean operators from 
drop-down lists. You can do multiple "and" and "or" statements in a single 
routing condition. 

• Multiple Choice. In the multiple choice option, the user is prompted with a list 
of the possible routing branches for the task. The user can then select one or 
more of these routes. 

• Exclusive Choice. Similar to multiple choice, the exclusive choice option 
permits the user to choose only a single route to send the task along. 

The real strength of GroupFlow routing is that you can mix and match these routing 
options. So, for example, in a sales order process, the sales representative would 
"always" send the order to inventory, would "conditionally" send the order to credit 
check (depending on the amount of the order), and would explicitly send it to a 
follow-up sales team workgroup as an "exclusive choice" among all the available 
sales teams. 

All the task and routing information populates the routing structure database. These 
tasks become available to all future process designers. Information defined in the 
tasks, such as activity checklists, available resources, and descriptions, automatically 
display in the associated form when the task is accessed. 

GroupFlow leverages Notes integration capabilities through OLE and DDE, and it 
leverages data integration via such products as Notes FX. 
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GroupFlow Simulator 

GroupFlow Simulator 

Playing the "What If" 
Game 

Setting Up a Simulation 

Viewing the Results 

In the first quarter of 1996, Pavone will release the GroupFlow Simulator. The 
Simulator is tied to the Modeler; in fact, models can be permanently changed from 
within the Simulator. This might seem to be a small point, but we like the fact that 
you don't have to do any context-switching to make a modification based on the 
results of a simulation. Since GroupFlow follows a model where all work in the 
pipeline always follows the model where it was initiated, there is no danger of 
clobbering work by changing a flow midstream. 

Another particularly nice feature is the ability not only to simulate one process at a 
time, but also to simulate scenarios-combinations of processes that, for example, 
involve the same people. You can really see how your people resources are bemg 
used across workflows. 

In the simulation settings window, you can define the following: 

• View. You can define the view to see the state of the workflow (in process, 
completed, overdue, etc.), the document protocol (who got it before you and 
after you-the path of the document), and performer (person handling the task, 
sometimes called the agent). 

• Speed of Simulation. You can define the speed for running work through the 
process. 

• Scenario. You can define the scenario, the grouping or aggregation of workflow 
models to test. 

• Workflows within Scenarios. Even though a scenario includes a number of 
different models, you can choose to run only a selection of those models in a 
single simulation. Of course, you can always run all the models in a scenario. 

• Document Arrival. You can define the interval between each new job 
(instance ). 

• Edge Rules. You can define what percentage of jobs will take a specific branch 
in the process flow. 

• End Condition. You can specify the time limit and/or document limit for the 
particular simulation. This can be a general setting per simulation, or, for 
collections, a separate limit can be set for each model tested. 

• Protocol. You specify whether to go through the entire process or to simulate 
just a certain sequence of tasks. 

The GroupFlow Simulator provides a two-paned animated view. (See Illustration 6.) 
One pane is an animated view of either all the people and groups (whoever is 
modeled) in a large circle, which actually shows the documents' flow among them. 
To make the animation easy to follow, the icons representing people actually 
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GroupFlow Simulator 

performing work and people waiting for work to arrive are different: They change 
from a running person in green to a standing person in red. You also see how many 
documents have been processed by each person and how many are waiting in that 
person's queue. There is real-estate-sensitive status information that displays when 
you point, including, for example, which workflow models (in a scenario) the person 
is involved in. 

Viewing the Results of a Simulation 
- GroupFlow Modeler < with Simulator> 

PAVONE Dege Peler Ehlers 
Inlorma~.ons 3 _ 

Thomas 'Ir . -' Gerhard 

Nowak t ~ )/ II frosser 

~rJj [[] _ UII 

F""V~ If-" '",.1( ~ "'''''~g 
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o slhoff.1 :: :::,:-:;:::-

Ania 'H' 1!1 I- ltnfred 
Schliwka . Meise 

5 ilvia unlE5 t an Sell 

Illustration 6. The GroupFlow Simulator displays both the status of the various people working in the process 
and the overall process model. The numbers indicate how many documents have been processed in each 
situation. 

The other pane displays the basic outlines of the Modeler maps for each model being 
simulated in the scenario. This view is also animated, showing how many documents 
have been processed by each task as the simulation runs. Each pane can be expanded 
to fill the screen. 

You can also view in an animated window how work is divided among group 
members. For example, work may be evenly distributed among all members or one 
member may get 40 percent while three others get 20 percent each. 
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GroupFlow Simulator 

Simulation Reports GroupFlow provides the results of a simulation in a table. (See Illustration 7.) 
Information is presented by person or group, with the following metrics: 

• Utility rate, which shows what percentage of a person's time is used in the 
process (or group of processes in a scenario) 

• A verage queue length 

• A verage wait time 

• Sum of the documents that each person handled 

The Simulator can present a graphical view of the report (combination bar/pie chart) 
tied to the table. 

Simulation Report 

Illustration 7. The results of a simulation are displayed in a table format. A graphical chart can also be 
generated. 
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GroupFlow Simulator 

Debugging a Process 

GroupFlow Analyzer 

learning from Past 
Usage 

Analyzer Views 

The verification process of the Simulator allows you to run a single job through a 
process in a debug mode. This provides an analysis report on how long everything 
took as well as an error table listing such problems as tasks not assigned to anyone 
and invalid routing conditions. There is also an animation of the process that lets you 
run it through, identifying problems along the way. 

The GroupFlow Analyzer, due in the first quarter of 1996, is a very intriguing tool. 
Out-of-the-box, the Analyzer analyzes usage patterns in any existing Notes database. 
It looks at who edited the document. capturing the order in which it was edited. The 
result is a report on how people interacted with information. (See Illustration 8.) 

The Analyzer can be used as a planning tool before you model a process, giving you 
input into how work has flowed in the past. The tool can also be used to analyze 
GroupFlow applications after they have been running, providing a look at current 
behavior so that the process can be continuously improved. 

Unfortunately, the Analyzer cannot track who read a document unless the document 
was opened in Edit mode. This is a Notes limitation. actually. If an article isn't 
edited, there is no record of it being accessed. 

Similarly, in the first release of the Analyzer, you will not be able to track responses 
to documents as part of the flow of a document. This is because a response is a 
completely different document with its own history. However. we believe that this 
type of tracking would be exceptionally valuable. Many Notes processes move along 
not by changing a document but by responding to it. responding to responses, and so 
on. Pavone also sees the value to this and is planning to provide this capability in the 
second release of the tool. 

Like the Simulator, the Analyzer provides an animated graphical view. You can 
choose to display all the database participants in an arbitrary ring, or you could 
display people in order of document usage-who wrote it, who edited it next, and 
other usage. You could also look at the flow of the document from a single-user 
focus, putting that person in the middle of the ring and seeing how work moves to 
and from that user. 

The Analyzer will follow the path of all the documents in a database or of any 
specific document. You can navigate directly to the document(s) you are analyzing 
via a DDE link. 
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GroupFlow Analyzer 

Author: 

1. Editor: 

2. Editor: 

3. Editor: 

4. Editor: 

Analyzing a Notes Database 
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Illustration 8. The GroupFlow Analyzer looks at existing Notes databases and graphically represents how 
documents haveflowedfrom editor to editor. 

Analyzer Reports The Analyzer generates a numeric matrix of document usage within the database, 
indicating how many documents each user created and whom the documents were 
provided to. A pie chart or bar chart view is also generated based on the matrix. This 
information can be exported to external tools, such as spreadsheets, for further 
analysis. 

Participating in a GroupFlow Process 

User Work Environment Users access their work via the Application database. Standard views-ways of 
looking at your work-are broken down into categories with several views in each 
category. Besides the standard views, any Notes user can design customized views. 
The standard view categories are: 

Overview 
Schedule 
Preview 
To-Do List 
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Participat'ing in a GroupFlow Process 

Specialized Views for 
Administrators 

OVERVIEW ViEWS. GroupFlow lets you view your work by the following: 

• Current Agent. In the Current Agent view, a person is called an agent. The 
tasks that are currently available to be done are categorized by person. The view 
is typically set up so that all users see each other's awaiting tasks. They could 
even read the contents of the tasks, though they could not edit those forms. You 
can put security into this view to prevent people from seeing anything but their 
own work. 

Process. You can view current work by process (workflow application or 
model). 

Duration. You can view work by duration, or how long it has been in process. 
The Duration view does not, however, indicate whether the tasks have exceeded 
either the deadlines set on initiation of a job or the anticipated duration set up in 
the task. 

Date In. You can view work by the date it was made available. 

• Completed Jobs. This view shows all the jobs that have been completed. 

SCHEDULE VIEWS. This category has three views. Each shows all current jobs in the 
pipeline broken down as follows: 

Jobs by Month 
Jobs by Priority 

• Jobs by People 

PREVIEWS. Previews allow users to look at a screen shot of the graphical models 
built in the Modeler before initiating a job. Only those models that a user has 
permission to initiate will be available for display. This view is not linked 
dynamically to the Modeler. 

TO-DO LIST VIEWS. A user can also look at his or her work according to the following 
criteria: 

• By Time, which is where you can view your work by due date 
• By Priority 

GroupFlow also comes with a handful of predefined views to be used by 
administrators (users with administration privileges). These include: 

• Global Configuration. The Global Configuration view indicates which 
application database is associated with which workflow model. 

All by Status. The All by Status view shows all jobs according to where they are 
in the process. 

• All by Form. The All by Form view shows all jobs according to what form they 
use. 
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Participating in a GroupFlow Process 

Claiming Group Work 

Product Architecture 

Platforms 

Directory Maintenance 

Support for Remote 
Users 

All by Job. The All by Job view shows all jobs by application. This is the view 
where you would find a specific job-such as Jennifer Smith's sales order-to 
see where it is in the process. 

Territory Documents to Delete. If a job is stopped in mid-process, it can go 
into a "wait state." An administrator can determine whether to delete documents 
that have been suspended instead of restarting them along the rest of the process. 

• Cancel Requested Documents. The Cancel Requested Documents view is a 
listing of explicitly canceled jobs. 

Canceled Documents to Delete. The administrator sees the documents from 
canceled jobs and determines whether to permanently delete them from the 
system. 

Because work is often assigned to a group, it will appear in the application databases 
of multiple users. When one person claims the work-opens the document to edit 
it-he or she must explicitly lock it to ensure that no one else edits it! The task is 
taken out of the queue only when it has been completed. Pavone claims that this is a 
Notes deficiency that doesn't allow you to predefine the condition that a document 
should be locked when edited. We hope that Pavone finds a way to add this 
capability. Human nature is such that, too often, people don't remember to lock their 
doors, much less their documents. 

As a Notes-based product, GroupFlow RunTime is supported on all Notes platforms. 
The Modeler is currently available on Windows only, as will the Analyzer and 
Simulator, at first release. This platform limitation exists because the products are 
developed in a combination of Visual Basic and C++, and the Visual Basic 
connection excludes other platform support. Pavone is moving to a complete C++ 
development environment, which will expand the number of platforms for 
development. 

In the current version of the Modeler, 1.0, you can look up names from the Notes 
Name and Address book. A button is included for opening the Name and Address 
Book, but there is no synchronization between the two databases. This could be a 
problem because, theoretically, you could assign work to someone who is not a 
Notes user or part of your Notes network. In that situation, the work would be 
sitting, waiting for that user, but he or she would have no way to access it. In the 
next release of GroupFlow Runtime, a seamless connection to the Name and Address 
Book will be included. 

As a Notes application, GroupFlow uses Notes replication features to support laptop 
users. In order to do process work on the laptop, you must have a subset of the 
master organization structure and routing structure databases on your laptop. You do 
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Product Architecture 

not need to' have the entire database, but you do need to have the information that 
relates to the models for the jobs you are handling offline. 

Because of the limitations in automatically locking group work, Pavone recommends 
that, after you replicate the application database, you explicitly lock all the 
documents you are going to work on and then replicate again. This prevents 
document conflicts. Conflicts are not a problem if work comes directly to you and 
you alone, but they may arise if you are one of a workgroup or unit assigned a task. 

Marketing Information 

Marketing Channels 

Pricing and Availability 

Conclusion 

Providing a True 
Workflow Building 
Environment Within 
Notes 

Other Notes-Based 
Workflow Offerings 

Pavone of America markets primarily through resellers, both large-system
integration organizations and the Notes Business Partners channel. The company 
maintains a small sales force to sell directly to large corporate Notes sites. Pavone 
also provides consulting and training for its resellers and direct customers. 

Pavone is focusing on marketing to the Notes community rather than to the general 
workflow market. The company is positioning its product as an enhancement to the 
Notes environment. It is not attempting to sell the concept of workflow first and then 
to convince customers to move to the Notes infrastructure to support its GroupFlow 
product. 

The GroupFlow Modeler 1.0 is available today at a cost of $1,950 for volume one. 

GroupFlow RunTime, also available today, ranges from a high of $162 down to $50 
per seat, depending on volume. 

The Analyzer and Simulator. both due in the first quarter of 1996, are yet to be 
priced. 

Pavone offers a nicely graphical way to define true workflow applications that run in 
the Notes environment. Although you could probably define the same applications 
without using a tool like the GroupFlow Modeler, they would be considerably more 
difficult to build and just as tedious to modify. GroupFlow Modeler provides a 
workflow context for defining Notes applications so that you are guided through the 
process of creating applications with the routes, roles, and rules necessary for true 
business process automation. 

Further, with the Simulator and Analyzer, GroupFlow goes beyond what is available 
in native Notes to provide tools for planning and testing your processes. 

Pavone is not the only workflow vendor to recognize the attractive nature of Notes 
as a workflow environment. Two vendors, Workflow Incorporated of Chadds Ford, 
Pennsylvania, and Quality Decision Management (QDM) of North Andover, 
Massachusetts, offer Notes-based workflow products. Workflow's flowMaker is a 
developer's tool for defining Notes-based workflow applications using an outlining 
methodology for applications development. QDM's Quality @Work provides a set 
of workflow-enabled customized Notes mail forms. Like GroupFlow, both products 
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Conclusion 

Pavone of America 
790 Turnpike SI. Ste, 202 
North Andover, MA 01845 
Brian K. Barker 
Phone: (508) 725-5200 
Fax: (508) 685-7107 
brian@pavone,com 
brian barker@unisolve Itd,@ 
notes net 

(in Europe) 
Pavone Informationssyslemes 
Gmbh 
Friedrich-list-Str. 67 
0-33100 Paderborn. Germany 
Malte Bnnkeman 
Phone: 011-49-5251-524310 
Fax: 011-49-5251-524311 

Inherits the Advantages 
and limitations of Notes 

Areas for Improvement 

use Notes as the workflow engine. The Pavone product differs, however, in that it 
provides a more typical and complete set of tools for graphically defining the 
workflow applications. 

Many traditional workflow vendors have built interfaces to Notes whereby Notes 
becomes the deployment environment (where users access their work) for workflow. 
Examples here include Action Technologies, whose ActionWorkfiow Builder can 
automatically generate Notes forms and views, and ViewStar, Staffware, and 
NovaSoft (among others), whose workflow products can be deployed with a Notes 
front end. These tools address the category of semi-structured workflow as well as 
production-level workflow. In all these cases, however, the workflow engine is 
actually external to Notes. Notes is used only as the user's environment. 

A final consideration, when looking at competitors, is the IBM connection. Having 
just acquired Lotus, IBM has stated its commitment to integrating its structured 
workflow product, Flowmark, with Lotus Notes. Currently, Notes can be used as an 
alternate front end for deploying Flowmark applications. But IBM is determined to 
go further with its integration efforts. We aren't confident that they will be able to 
quickly accomplish seamless integration that leverages the strengths of both 
products. The two products are very different in philosophy as well as design. 

Because Pavone uses native Notes as both the workflow engine and user 
environment, Notes users will find GroupFlow applications very familiar. 
Replication, probably the most popular Notes feature, is used to support on-the-road 
workflow users. 

But along with the advantages of Notes, GroupFlow also carries the limitations of 
Notes-some of which are problematic in workflow. Take replication, for example. 
The Notes model of allowing anyone (with permission) to access any document at 
any time, even if the user is working offline with replicated data, is very appealing in 
many situations. However, in workflow, it is important that work be locked and that 
multiple editing sessions not happen simultaneously. Notes has no automatic 
methods for doing this. Thus, remote GroupFlow users often must explicitly lock the 
documents they are using in their processes or suffer the consequences. 

Another limitation is that Notes can keep track of who edited a document but not of 
who read one. In many workflow scenarios, the actual document doesn't need to be 
changed but simply to be read. This is easy enough to remedy by designing 
workflow processes where editing the document is required (if only to check off a 
field saying you have, indeed, read the document). However, this significantly 
reduces the value of the GroupFlow Analyzer when it is used to track usage of 
existing Notes databases. 

TERMINOLOGY. Throughout this article, you will notice that there are multiple names 
for the same things-people are agents are editors. Also, much of the terminology is 
enigmatic. Why, for example, is role definition defined as "simple" versus 
"parameter"? What's the difference between duration and deadlines, and why is 
duration defined as a resource? Pavone needs to give its use of terminology a good 
going-over. 

22 Reproduction in whole or in part is prohibited For reprints, call (617) 742-5200. Patricia Seybold Group's WORKGROUP COMPUTING REPORT Vo1. 18. No, 11 



Conclusion 

Can a Notes Worktlow 
Add-on Product 
Succeed? 

TOO " CUTE"? The animation in the Simulator and Analyzer is very appeali ng. but it 
might also appear to some business users as being simply cule. (You can turn off the 
animation with a single command.) Assuming that something is cule and therefore 
nOI businessl ike could resu lt in users missing the strategic val ue of these tools. 

The real consideration for the success of Pavone in the workflow market. however. is 
whether Notes users will embrace this type of solulion . Or willihey be dismayed at 
the prospect of purchasing. installing. learning. and managing yet another add-on 
product? Will they be willing to wait as Lotus keeps adding workflow features to the 
core product? We believe thai having a workflow context ror defining process 
applications helps considerably in developing complex and well-thought-out 
sol utions in a timely manner. And GroupFlow provides an appealing workflow 
context fo r the Notes community . 
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