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Situation of

2

2024 and before 2025 and beyond

Future State

Focus on ‘documentation’ of processes -> ticking the box for 
compliance to policy

Focus on ‘management’ of processes -> providing value to 
business stakeholders and company objectives

Purchased licenses / capabilities not used Optimal utilisation of available capabilities and licenses 
(strategy, organization, IT, risk, regulations, customer 
journeys, dashboarding, etc. 

Historic and outdated ‘legacy’ of Rabobank flavour in both 
content and configuration (e.g. ArchiMate, CCL, xml 
configuration of portal and reports, etc.)

Use standard/out of the box functionality and adopt  best 
practices (e.g. Value Chains, BPMN, standard workflows, self-
service portal configuration, ARIS API, etc.)

Vendor dependent Self sufficient

Slow and low impact Critical for success

No single source of truth for documenting process context ARIS as single source of truth for processes, live data 
exchange with GDP (Global Data Platform) for process 
context information



Future State Development Timeline

Preparation Phase

AS-IS

Build the foundation

Current State

Requirements Global Standard 
on BPM

Dashboarding (e.g. BPM 
Adherence)

Introduction Value Chains

Connection GDP (scope: Value 
Chains)

Core Improvements

Future State prep

Update Architecture metamodel 
(ArchiMate 3) and conventions

Introduction BPMN 2.0

Connection GDP (scope: 
complete process hierarchy)

Comply with DORA regulations

ARIS as single source of truth for 
processes

Deploy 
Improvements

Future State 

Improved (standard) portal 
config including Satellite 
Modeling, Semantic Checks etc.

Introduction (standard) 
Governance workflows

Continuous/incremental  
improvement of in-scope topics

Enhanced Quality Dashboards

Continuous 
Optimization

Future State next gen

Implement (key) execution KPI’s 
for process owners 

Better align process flows and 
work instructions

Align Process Design and Process 
Mining/Monitoring

Align Process Design and Risk 
identification/control design

Align Customer Journey vs E2E 
processes

Dec 2024 May 2025 March 2026 June 2026



Main Areas of Improvement
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Modelling 

(satellite modelling & 
semantic checks)

Governance

 (change to publication)

                       

Portal

 (home/landing pages, 
conventions & monitoring)
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Modelling

(satellite modelling & 
semantic checks)

Governance

(change to publication)

                       

Portal

 (home/landing pages, 
conventions & monitoring)

                       



Situation of
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2024 and before 2025 and beyond

Future State

ARIS configuration (UI interface, modelling templates, etc.) 
are fully Rabobank custom

Adopt out-of-the-box solutions offered by software supplier 
adjusted to reflect a Rabobank look and feel

ARIS conventions (model types, way of modelling, etc.) are 
fully Rabobank custom

Build a standard configuration with Rabobank look and feel 
appearance including introduction of BPMN

Manual checks are performed to check the validity of the 
modelled content in ARIS, reminders to update content are 
distributed via email

Dashboards are in place to monitor and alert the validity 
status of process models

Introduction catalog functionality (coding) Revised and extended catalog functionality (standard config)

Limited contextual information visible to viewer Holistic contextual information visible to viewer such as 
systems, risks, controls, etc.
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Situation of
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2024 and before 2025 and beyond

Future State

ARIS configuration (UI interface, modelling templates, etc.) 
are fully Rabobank custom

Adopt out-of-the-box solutions offered by software supplier 
adjusted to reflect a Rabobank look and feel

DEMO

https://rabobank-config.ariscloud.com/#default/home


Home Page
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Overview
Page 
Example
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Conventions & Model Types
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L0: value chain overview
L1: value chain model

L2: E2E model
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L3: Work Process model

L4: Process step model

L2: E2E model



Situation of
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2024 and before 2025 and beyond

Future State

Manual checks are performed to check the validity of the 
modelled content in ARIS, reminders to update content are 
distributed via email

Dashboards are in place to monitor and alert the validity 
status of process models



BPM Adherence Dashboard

14



BPM Adherence Dashboard
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BPM Adherence Dashboard
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Situation of
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2024 and before 2025 and beyond

Future State

Introduction catalog functionality (coding) Revised and extended catalog functionality (standard config)



Extended Catalog Functionality
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Main Areas of Improvement
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Modelling 

(satellite modelling & 
semantic checks)

Governance

 (change to publication)

                       

Portal

 (home / landing pages, 
conventions & monitoring)

                       



Situation of
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2024 and before 2025 and beyond

Future State

Formal approval is supported by CCL in which procedures 
are often bypassed as CCL is perceived as too complex

Formal approval is supported by a newly designed 
governance workflow system (ARIS Flows)

Conventions checks are manually performed through 
reports making them error-prone and time consuming

Quality checks are automatically performed through 
‘semantic checks’ as part of the flow and any errors are 
processed by designer before publication

The release cycle is a weekly publication and has a manual 
trigger

Content is either published immediately or at a specific date 
and time. Person Responsible decides.



Content management

1. Process needs to be updated: Submit Change Request

• Viewer submits Change Request

• Person responsible evaluates, approves and delegates 
change request to a designer

• Designer implements requested change

• Person responsible evaluates and approves the changes

• Viewers/followers are informed on the updated model

2. Process is updated or new process is created: Publish Model

• Person responsible evaluates and approves the changes

• Viewers/followers are informed on the updated model.

Using ARIS Flows to request a change and/or 
publish process content

Employee

Person 
responsible

Submit change request
Describe the change, optionally add documentation 
and send request to Process Owner.

Evaluate change request
Open the assigned task and evaluate the requested 
change. Approve the change request and assign 
designer to implement it. Or reject the change and 
add your reason in the comment.

Implement change
A task to implement the change has been sent to the 
designer. Carry out the change by editing the process 
model incl. performance of semantic checks. Save 
model + finish task.

Designer

Approved Rejected

Approve model change
A task to review the changed model has been sent to 
the person responsible. Review the model (e.g. use 
‘Show differences’ capability) and approve the task.

Person 
responsible

Process 
change 
published

Viewer
Check out latest model

Situation of
2024 and before

2025 and beyond

Future State

DEMO

https://rabobank-config.ariscloud.com/#default/item/c.process.Z_SG_Rabobank.J4hykdwLEfBLtB5v2mbBkQ.-1/~AbBbIm1vZGVsVmlld2VyUmVwb3J0cyJd


Content management – Submit Change 
Request

• Submit Change request for a process in the portal

• Fill out the form

• Add attachments (if needed) and click Submit

• This will be sent as a task to the Person responsible

Using workflows to publish process content

Storyline
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Employee

Start change workflow
Describe the change, optionally add 1 or more documents and 
send request to Person Responsible



Content management – Submit Change 
Request

• Person Responsible receives a mail with details of the change 
request and a link to a task in ARIS to evaluate the requested 
change

• Click on the link to open the tasks overview list 

Using workflows to publish process content

Storyline
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Person 
Responsible

Evaluate change request
Open the assigned task and evaluate the requested change. 
Approve the change request and assign designer to 
implement it. Or reject the change and add your reason in the 
comment.

Automated email is received by Person Responsible



Content management – Submit Change 
Request

• Incoming change request is evaluated by the Person 
Responsible

• Select a designer to implement the requested change

• If needed additional documentation can be added

• Click Submit and a task will be sent to the designer.

Using workflows to publish process content

Storyline
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Evaluate change request
Open the assigned task and evaluate the requested change. 
Approve the change request and assign designer to 
implement it. Or reject the change and add your reason in the 
comment.

Person 
Responsible



Content management – Submit Change 
Request

• The designer receives a mail with details of the change 
request and a link to a task in ARIS to evaluate the requested 
change

• Via the link the ‘My Tasks’ overview is opened

• In the task the designer can check any added documentation

• They then process the approved changes in the ARIS model

Using workflows to publish process content

Storyline
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Implement change
A task to implement the change has been sent to the designer. 
Carry out the change by editing the process model preferably 
incl. performance of semantic checks. Save model + finish task.

designer

Automated email is received by designer



Content management – Submit Change 
Request

• The designer processes the approved changes in the ARIS 
model. 

• When implementation is done, the designer selects 
“Accepted”

• Then they click “Confirm”

• At that moment the “_Rabobank Semantic check” is 
automatically performed.

• When there are errors the designer gets two mails:

• One to inform them the semantic check was not correct 
and errors have to be solved

• One with the same task as before to confirm the change 
was executed

• When errors are solved, designer clicks again on “Accepted” 
and “Confirm”

• The Person Responsible will receive a task with the request to 
evaluate the implemented changes

Using workflows to publish process content

Storyline
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Implement change
A task to implement the change has been sent to the designer. 
Carry out the change by editing the process model incl. 
performance of semantic checks. Save model + finish task.

designer

After implementing changes, designer finalizes task



Content management – Submit Change 
Request

• The designer solves the errors

• The designer received the same mail as before with details of 
the change request and a link to a task in ARIS to evaluate the 
requested change

• Via the link the ‘My Tasks’ overview is opened

• In the task the designer again on “Accepted” and “Confirm”

• The Person Responsible will receive a task with the request to 
evaluate the implemented changes

Using workflows to publish process content

Storyline
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Semantic Check unsuccessful
A mail is sent to the designer when the automatic quality 
(semantic) check is unsuccessful. Carry out the corrections, 
save model + finish task.

designer

After implementing changes, designer finalizes task



Content management – Submit Change 
Request

• Incoming model change is evaluated by the Person 
Responsible.

• After reviewing the change, they can choose to publish 
immediately or to postpone publication to a certain date and 
time.

Using workflows to publish process content

Storyline

28

Approve model change
A task to review the changed model has been sent to the 
process owner. Review the model (e.g. use ‘Show differences’ 
capability) and approve the task.

Automated email is received by Person Responsible

Person 
Responsible



Content management – Submit Change 
Request

• Incoming model change is evaluated by the Person 
Responsible.

• Via the relevant links they can:

• see a preview of the model (what it will look like after 
publication)

• see visually and textually what was changed

• After reviewing the change, they can choose to:

• Approve for immediate publication (the model is 
published that moment), or

• Approve for release on a specified date and time. When 
this is chosen that date and time has to be filled (when the 
specified date and time has arrived the model is 
automatically published)

• Selecting the first option and clicking on “Submit” will publish 
the model

• The requester and the designer are informed of this decision 

Using workflows to publish process content

Storyline
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Approve model change
A task to review the changed model has been sent to the 
Person Responsible. They review the model (e.g. use ‘Show 
differences’ capability) and approve the task.

Evaluate model change and make decision:
1. Approve for immediate publication
2. Approve for release on a specified date and time

Person 
Responsible

1.

2.



Content management

• Final decision is communicated to all involved parties via 
automated emails.

Using workflows to publish process 
content
Storyline
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Employee

Notification of decision change request

Automated email is received by requester

Notification of decision change request

designer
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Notification of decision change request

Viewers can see latest changes on home page

Viewer



Main Areas of Improvement
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Modelling 

(satellite modelling & 
semantic checks)

Governance

 (change to publication)

                       

Portal

 (home / landing pages, 
conventions & monitoring)

                       



Situation of
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2024 and before 2025 and beyond

Future State

Documenting contextual information about processes is 
time-consuming and decentralized

Contextual information can be captured through satellite 
modelling making it easier and ensures re-use of content

Conventions checks are manually performed through 
reports making them error-prone and time consuming

Quality checks are automatically performed through 
‘semantic checks’ and either initiated by the designer before 
publication or triggered automatically during the publication 
flow.



Enhance the process landscape with Satellite modelling
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to include non-system-supported steps, roles, responsibilities, systems, data, risks, 
KPIs… 

DEMO

https://rabobank-config.ariscloud.com/#default/item/c.rabo_Legacy_ArchitectureE2E.Z_SG_Rabobank.GGzlUSZrEe45F0YpcUz0aQ.-1/~AbBbIm1vZGVsVmlld2VyUmVwb3J0cyJd


Satellite modelling
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Satellite modelling
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Satellite modelling
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Satellite modelling
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Semantic checks for users
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DEMO

https://rabobank-config.ariscloud.com/#default/item/c.rabo_Legacy_ArchitectureE2E.Rabobank.g4vvoQ52Ee4oG3ZTdM0Nmg.0/~AbBbIm1vZGVsVmlld2VyUmVwb3J0cyJd


Semantic checks for users
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Semantic checks for users
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Semantic checks for users
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Semantic checks for users
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Semantic checks for users
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Semantic checks for users
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Semantic checks behind the scenes
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Semantic checks behind the scenes
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Semantic checks behind the scenes
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Semantic checks behind the scenes
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Semantic checks behind the scenes
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Semantic checks behind the scenes
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Semantic checks behind the scenes
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Semantic checks behind the scenes
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Semantic checks behind the scenes

54



Semantic checks: Experiences so far

55

• Easy to create new Semantic checks for existing core functions
• New Core functions need Developer knowledge
• Database quality is improving
• Semantic checks have never been wrong

Maintenance

Users
• They are happy with the Semantic checks
• Sometimes annoying, when there are a lot of error and they want to publish fast



Lessons Learned
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Do’s
• Set an introduction date and work to implementing on that date otherwise, the project keeps postponing.

• Make sure you have a Product Owner that keeps telling the message and creates support all over the 
organisation (Stakeholder management)

Don’ts
• Don’t accept last minute changes. In the test week, we were hardly testing, but busy with implementing 

changes.
• Don’t make changes directly in production but use a test environment. 
• Don’t use ‘Entire method’ when developing new stuff, so you can make sure that the Filters and Method keep 

in Sync.  



57

AI companion Issue management Confirmation management Process Mining

• Converts textual descriptions into 
structured BPMN process models, speeding 
up content creation and ensuring 
consistency

• Enables natural language queries and 
advanced fuzzy search

• Automates code generation for calculated 
fields in process mining

• Provides conversational insights from 
process data using Generative AI

• Standardized issue management workflow 
to identify and document problems found

• Supports action tracking, so every 
corrective measure is monitored from 
initiation to completion for full 
accountability

• Stakeholders confirm they have read and 
understood process models, policies, or 
guidelines, supporting regulatory and 
internal compliance

• Provides a lightweight workflow for 
electronic confirmation, creating an 
auditable trail of adherence.

• Notifies stakeholders of updates and 
secures acknowledgment of new or 
changed processes

• Visualizes actual process execution based 
on real data, uncovering deviations from 
the designed process

• Identifies bottlenecks, inefficiencies, and 
compliance violations to drive targeted 
improvements

• Provides KPIs and dashboards for 
monitoring throughput, cycle times, and 
resource utilization

• Enables data-driven decisions and supports 
automation initiatives by revealing 
actionable insights

Bonus: Add-ons 
New (upcoming) features
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Thank you for 
your attention
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