
A Journey from 
Business Architecture to a Digital Process 

A Case Study in Government Transformation

Roger T. Burlton
+1-604-240-5436
Roger.Burlton@processrenewal.com
Twitter: @RogerBurlton
www.processrenewal.com

Sasha Aganova
+1-416-473-9899

Sasha.Aganova@processrenewal.com
Twitter: @SashaAganova

www.processrenewal.com



22

www.processrenewal.com

Presentation agenda
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7 step approach
Key tasks performed

Results
Where they are today 

Background
Client and situation

Multiple project participants
The role of facilitation and collaboration



33

www.processrenewal.com

Client:
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• Increasing number of court cases: 
• criminal and civil

• Court access constraints in some geographical 
locations

• May 2012, The Civil Resolution Tribunal Act passed
• Alternative to court: 

• initially small claims and strata disputes
• priority was also Driving Notice Review Board 
• subsequently 19 BC dispute tribunals

• Replace traditional judicial dispute resolution 
processes with more speedy and informal services

• Omni channel strategy and design

BC Ministry of Justice
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Situation and objectives
Build solution to deal with Civil Disputes in a better, more efficient manner

© Process Renewal Group 2016

Come up with an innovative solution

Ensure legislative, citizen and 
business objectives are met 

Encourage tribunals to adopt online 
web, email and telephone for dispute 
resolution

Cover entire civil dispute resolution 
process from end to end including 
much earlier in the process

Feature significant self-help and peer 
to peer capabilities 

 Implementable solution within 3 
years

Objectives Success Criteria
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Initiative in numbers
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20

Subject Matter 
Experts

64

Hours of 
workshops

25

Process 
streams

12

Project team 
members

52

New capabilities 
requirements

7

Detailed process 
definitions

4

Strategic 
outcomes

14

Stakeholder 
types
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7 step approach
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• Crystallise vision

• Identify key features of the business design 

• Develop Business Architecture

• Map processes, capabilities and KPIs

• Identify desired user behavior, look and feel 

• Assess Change Readiness

• Plan implementation 

1

2

3

4

5

6

7
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Step 1: Crystallise vision
The North Star
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Increase citizen satisfaction 
of the service experience

We will make access to justice easier, faster and more affordable for all British 
Columbians by transforming how we prevent and resolve disputes.

Increase the availability of 
the right information and 
services at the right time

Maximise value for money
for taxpayers and citizens

Increase the prevention and 
early, speedy resolution of 

disputes
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STEP 2: Identify key features of the business design
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Step 2: Identify key features of the business design
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1. Top down analysis for entire CRT Program and all its Partners
2. Stakeholder driven
3. Outside in
4. North Star as destination, guide and decision criteria
5. A Business Process compass for prioritization and alignment
6. Burlton Hexagon for integrated capability set
7. Ideal state design then gap analysis for program design and roadmap
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STEP 3: develop business architecture
Processes in scope in ’Yellow’
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STEP 4: map processes
Tools for Scoping: IGOE
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Civil Resolution Tribunals (CRT) – External Context

Disputant 
(Self-Helper Initiator, 
Negotiation Initiator
Proceeding Initiator)

G U I D E S

E N A B L E R S

I N
 P U

 T S

O
 U

 T
 P

 U
 T

 S

Provide Dispute Resolution & 
Prevention Services

Make Citizens aware of Tribunal Services
Provide Dispute Prevention Guidance 
Educate Information Seekers
Provide Self-Help Services and Options
Provide Party to Party Dispute 

Resolution Service
Facilitate Dispute Resolution 
Adjudicate Dispute
Provide Post-Resolution Support

Information Seeker

Partner/TTO

Information Seeker

Disputant 
(Self-Helper Initiator, 
Negotiation Initiator
Proceeding Initiator)

Disputant
(Negotiation Respondent, 

Proceeding Respondent (s), 
Intervener, 3rd Party)

Witness

Partner/TTO

Disputant
(Negotiation Respondent, 

Proceeding Respondent (s), 
Intervener, 3rd Party)

Access to Information Technology Service
o web services
o business intelligence
o Expert system
o Party to Party platform
o case management
o web conferencing 
o payment tracking
o business intelligence

Human Resources – Tribunal, TTO, 
Communication Branch

Marketing Collateral
Educational Material for Citizens
Knowledge base and SME collateral -templates, 

dispute resolution guides
Access to Payment Service – online fee payment 

including refund capability
Facilities – telephone, video conferencing, meeting 

rooms
Metrics and evaluation frameworks

Legislation
Principles of natural justice  -includes independence 

and bias issues
General principles of law – includes common law
Tribunal Strategy – including information mgmt., 

performance and evaluation plan
Consistent and appropriate dispute resolution 

information – procedural guidelines; precedent
Operating Policies -

o Terms of use,
o Language use
o Timelines
o Streaming guidelines
o Case management policies
o Adjudication policies

Metrics and evaluation frameworks
Enforcement policies

Court, Legislative Bodies, 
Government Bodies

Citizen

Witness

Special interest groups, 
Influencers,

Professional Groups, Lawyers

Generic dispute prevention 
information

Request for Information
Need – broad information on type 

of dispute
Feedback

Personal/Dispute Info
Acceptance of Terms and 

Conditions
Fee Payment to Tribunals
Initiating Documents

Request for Summons to Witness
Summons to a witness
Notice of Expert Evidence
Info/Clarification Request to Tribunual
Issues Resolution
Issues not Resolved
Adjudication Information
Settlement Offer
Resolution Agreement
Feedback
Request for validated copy of Order

Acceptance of Terms and Conditions
Acceptance to Participate
Evidence 
Further Dispute Information
Proceeding Respondent Response 

(inl.CRT Acceptance)
Issues, Position, Evidence Info
Response to non-compliance

Best practices for dispute prevention

Information about (problem) areas 
of frequent dispute

Questions about dispute – outside 
of knowledgebase 

Answers to self-help initiator 
questions

Communications opportunity

Special interest groups, 
Influencers,

Professional Groups, LawyersRecommendations for areas of 
legislation to review

Notification of decision/order
Periodic/Annual Report
Performance data and reports

Participation programs for special 
interest groups

Questions about dispute – outside 
of knowledgebase 

Info - (problem) areas of frequent 
dispute

Recommendations for review
Modifications to tribunal processes/

practices

Summons to Witness
Notice of non-compliance
Application to Court for 

consequences of non-compliance

Invitation to  Participate
Advise Respondent
Request for Respondent ID
Notice to Interveners
Notice to prospective 3rd Party

Media releases  
Information – including performance 

info
Web links to Tribunal Info
Social media postings
Marketing Collateral
Public version of decision

Request for Feedback
Marketing Collateral
Introductory Information – includes 

performance info

Smart Questionnaire 
Problem Analysis
Tool Access for Self-Help
Access to Negotiation Platform
Fee Refund

Terms and Condition of Service
Updated dispute information 

including negotiating positions
Agreement Template
Options for next steps
Request for Feedback
Request or Order for Information
Process Information and Dispute 

Resolution Tools
Moderated Service
Proposed Resolution Agreement
Adjudication Info
Notice of non-compliance
Order on consequences of non-

compliance

Consent Order
Hearing Notice
Final Decision and Orders
Formal Written Reasons
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STEP 4: map processes
Tools for mapping: IGOE, ERD, Data / Process Flow
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Civil Resolution Tribunals (CRT) – External Context

Disputant 
(Self-Helper Initiator, 
Negotiation Initiator
Proceeding Initiator)

G U I D E S

E N A B L E R S

Provide Dispute Resolution & 
Prevention Services

Make Citizens Aware and Influence the 
Community

Educate and Provide Self-Help Services 
and Options

Provide Party to Party Dispute 
Resolution Service

Facilitate Dispute Resolution 
Adjudicate Dispute
Provide Post-Resolution Support

Information Seeker

Partner/TTO

Information Seeker

Disputant 
(Self-Helper Initiator, 
Negotiation Initiator
Proceeding Initiator)

Disputant
(Negotiation Respondent, 

Proceeding Respondent (s), 
Intervener, 3rd Party)

Witness

Partner/TTO

Disputant
(Negotiation Respondent, 

Proceeding Respondent (s), 
Intervener, 3rd Party)

Access to Information Technology Service
o web services
o business intelligence
o Expert system
o Party to Party platform
o case management
o web conferencing 
o payment tracking
o business intelligence

Human Resources – Tribunal, TTO, 
Communication Branch

Marketing Collateral
Educational Material for Citizens
Knowledge base and SME collateral -templates, 

dispute resolution guides
Access to Payment Service – online fee payment 

including refund capability
Facilities – telephone, video conferencing, meeting 

rooms
Metrics and evaluation frameworks

Legislation
Principles of natural justice  -includes independence 

and bias issues
General principles of law – includes common law
Tribunal Strategy – including information mgmt., 

performance and evaluation plan
Consistent and appropriate dispute resolution 

information – procedural guidelines; precedent
Operating Policies -

o Terms of use,
o Language use
o Timelines
o Streaming guidelines
o Case management policies
o Adjudication policies

Metrics and evaluation frameworks
Enforcement policies

Court, Legislative Bodies, 
Government Bodies

Citizen

Witness

Special interest groups, 
Influencers,

Professional Groups, Lawyers

Generic dispute prevention 
information

Request for Information
Need – broad information on type 

of dispute
Feedback

Personal/Dispute Info
Acceptance of Terms and 

Conditions
Fee Payment to Tribunals
Initiating Documents

Request for Summons to Witness
Summons to a witness
Notice of Expert Evidence
Info/Clarification Request to Tribunual
Issues Resolution
Issues not Resolved
Adjudication Information
Settlement Offer
Resolution Agreement
Feedback
Request for validated copy of Order

Acceptance of Terms and Conditions
Acceptance to Participate
Evidence 
Further Dispute Information
Proceeding Respondent Response 

(inl.CRT Acceptance)
Issues, Position, Evidence Info
Response to non-compliance

Best practices for dispute prevention

Information about (problem) areas 
of frequent dispute

Questions about dispute – outside 
of knowledgebase 

Answers to self-help initiator 
questions

Communications opportunity

Special interest groups, 
Influencers,

Professional Groups, LawyersRecommendations for areas of 
legislation to review

Notification of decision/order
Periodic/Annual Report
Performance data and reports

Participation programs for special 
interest groups

Questions about dispute – outside 
of knowledgebase 

Info - (problem) areas of frequent 
dispute

Recommendations for review
Modifications to tribunal processes/

practices

Summons to Witness
Notice of non-compliance
Application to Court for 

consequences of non-compliance

Invitation to  Participate
Advise Respondent
Request for Respondent ID
Notice to Interveners
Notice to prospective 3rd Party

Media releases  
Information – including performance 

info
Web links to Tribunal Info
Social media postings
Marketing Collateral
Public version of decision

Request for Feedback
Marketing Collateral
Introductory Information – includes 

performance info

Smart Questionnaire 
Problem Analysis
Tool Access for Self-Help
Access to Negotiation Platform
Fee Refund

Terms and Condition of Service
Updated dispute information 

including negotiating positions
Agreement Template
Options for next steps
Request for Feedback
Request or Order for Information
Process Information and Dispute 

Resolution Tools
Moderated Service
Proposed Resolution Agreement
Adjudication Info
Notice of non-compliance
Order on consequences of non-

compliance

Consent Order
Hearing Notice
Final Decision and Orders
Formal Written Reasons
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STEP 4: map processes
Every process was drilled down and connected
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Self-Helper Initiator

G U I D E S

E N A B L E R S

I N
 P U

 T S

O
 U

 T
 P

 U
 T

 S

IGOE 2.2
Provide Self-Help Services and 

Options

Self-Helper Initiator

Knowledge base and SME collateral
Access to Information Technology Service 
– Expert system (includes wizard and 
tool-box alternatives)
Human Resources – Tribunal

Dispute Info
Completed Smart ITS Questionnaire 
Self-Help Feedback

Questions about dispute – outside of 
knowledgebase 
Answers to self-help initiator questions Questions about dispute – outside of 

knowledgebase 

Legislation
Consistent and appropriate dispute resolution information –
procedural guidelines; precedent
Tribunal Strategy – including information mgmt
General principles of law – includes common law

Smart Questionnaire 
Problem Analysis
Tool Access for Self-Help
Access to Negotiation Platform
Request for Feedback

Professional Groups Lawyers
Professional Groups Lawyers

Proceeding InitiatorSelf-Help InitiatorInformation Seeker Negotiation InitiatorCitizen

IGOE 2.2: Provide Self-Help Services and Options

Ready to 
Engage

Ready for Party 
to Party 

Negotiation 

Decision parties 
don’t have a 

dispute

Decision move 
on to court

Decision to 
abandon 
dispute

Educate Information Seekers
Decision to Get Engaged

Decision to Get Engaged

Provide Dispute Prevention 
Guidance 

Provide Party to Party Dispute 
Resolution Service

Personal/Dispute Info
Issues/Position/Evidence Info
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STEP 4: map capabilites
Enabling capabilities were defined
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Capability Categories 
(Hexagon) Capability Applicable to

Process (Workflow, Procedure)
Availability of Process documentation Entire Business Process
Structure in place for continuous improvement Entire Business Process
Structure in place for performance tracking, reporting and monitoring Entire Business Process
Ensure awareness of new TTO services to Tribunals Entire Business Process
Common  front-end and direct entry-points for citizen access to all  Tribunals Entire Business Process
Ability to pick and choose shared services – facil ities, HR, IT Entire Business Process
As much as possible develop common process and standards across Tribunals (capturing/writing business rules, 
information look and feel, etc.) 

Entire Business Process

ODR platform can facilitate swapping case managers if needed; info is all  collected in database Facil itate Dispute Resolution, 
Adjudicate Dispute 

 "Hold" button; Ability to pause process for proper performance metric Adjudicate Dispute
Alternate path – where portions of the dispute are resolved in adjudication, then loop back to dispute resolution for 
other issues 

Adjudicate Dispute

Ability to handle different types of cases in different manners Adjudicate Dispute
System should notify adjudicators when input is provided and case is ready Adjudicate Dispute

Data, Information, Insight
Just in time information for all  participants Entire Business Process
Provide recommendations and options; explanation on applicable law Entire Business Process
Structure available to provide information/remedies within tribunal authority Entire Business Process
Keeping information and access current Entire Business Process

Entire Business Process
Data integration - ability to pass appropriate data from Process to Process. Abil ity to access information captured in 
previous process steps.  Minimize duplication.

Entire Business Process

Ability fi lter data based on business rules. Entire Business Process
Appropriate information sharing agreements Entire Business Process
Ability to archive and retrieve historical records Entire Business Process
Information strategy and governance framework Entire Business Process
Focus on user’s desired outcome; direct citizen to the desired outcome or educate that it’s not feasible; Educate and provide Self-Help 

Services and Options
One source of the truth (complete data integrity and traceability of data to data source) Provide Party to Party Dispute 

Resolution Service, Facil itate 
Dispute Resolution , Adjudicate 
Dispute, Provide Post-Resolution 
Support
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Measuring and improving business value means measuring and managing 
processes

STEP 4: map KPIs

Agility
• Ease of change of products and 

services
• Ability to vary services
• Ability to handle exceptions
• Time to market
• Time / cost to change
• Resource capability
• Time / cost to handle non-standard 

requirements

Quality
• Consistency of outputs
• Responsiveness to requests
• Degree of Quality Standard 

compliance
• Counts of defects and complaints
• Cost of Non Conformance for 

compliance failure

Effectiveness
• How well we deliver results for our 

core customers
• As measured by the recipients of the 

services.
• Cost of non compliance to customer 

needs / expectations
• Incorporates what we want for the 

relationship and transactions

Efficiency
• Time 
• Cost
• Resources utilized
• Input / Output counts
• Ratios of resources, cost and time 

with outputs
• Waste
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STEP 5: Identify desired user behavior, look and feel
Screen mock-ups and tutorials
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STEP 6: Assess Change Readiness
Use as basis for Change Management
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STEP 7: plan  implementation 
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• Prioritise Tribunals 

• Use Agile principles

• Assess need for public consultation, user-focused 
design sessions

• Ensure supporting services implementation 
(marketing, records management, user support, etc)

• Execute solid Communication Plan

• Intertwine with Change Management Activities

• Track funding, costing, savings
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Presentation agenda
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7 step approach
Key tasks performed

Results
Where they are today 

Background
Client and situation

Multiple project participants
The role of facilitation and collaboration
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Multiple project participants
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• Project Manager

• Business Architect (s)

• Solution Designer

• Technical Architect (s)

• Advisor (s)

• Outcomes Advisor 

• Subject Matter Experts – 16 from 
different Tribunals and Boards

• Legislation changes (across tribunals 
and ministries)

• Business Architecture (13 Tribunals)

• Expert system/dispute resolution 
network (13 Tribunals)

• Funding (across tribunals and 
ministries)

• Adoption of the solution

• Sustainment of the capabilities and 
marketing of the system

Design Participants Program Challenges
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Presentation agenda

© Process Renewal Group 2016

X step approach
Key tasks performed

Results
Where they are today 

Background
Client and situation

Multiple project participants
The role of facilitation and collaboration
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results
It’s working!
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 July 2016, started accepting applications for strata property (condominium) dispute 
resolution 

 2,350 explorations

 110 applications in first 3 month

 About 50 claims are already in facilitation

 About 40% of people submitted their forms outside of working hours

 In the near future, the CRT will begin resolving low-value small claims disputes.

 Now mandatory entry point to civil justice
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Today – continuous improvement
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‘We plan to never stop testing and improving. In the first weeks of operations, the CRT team has already 
responded to public feedback by making many improvements to processes, templates, web content, and to the 

CRT technology. Every week, we review your feedback and try to make more of these changes if we see chances 
to make things better.’


