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Business Motivation Modelling

This chapter is based on the OMG Business Motivation Model, Version 1.0

http://www.omg.org/spec/BMM/1.0
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Motivation

Fundamental to the Business Motivation Model is the notion
of motivation:

If an enterprise prescribes a certain approach for its business
activity, it ought to be able to say ‘why;’ i.e. 
What result(s) is the approach meant to achieve
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OMG Business Motivation Model

Business Motivation Model (BMM) is an OMG Specification 
(www.omg.org/spec/BMM/1.0/PDF) for support of business decisions
about how to react to a changing world.

Purposes:
To capture decisions about reaction to change and the rationale for
making them

making them shareable, increasing clarity and improving
decision-making by learning from experience. 

To reference the outcomes of the decisions to their effect on the 
operational business (e.g. changes made to business processes and 
organization responsibilities), 

providing traceability from influencer to operational change

The Business Motivation Model contains a set of built-in concepts that
define the elements of business plans
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Key Ideas of the Business Motivation Model

Business Perspective

Motivation

Reaction to Change

Separation of concerns

Decomposition

Metrics
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Key Ideas of the Business Motivation Model –
Business Perspective

All elements of an enterprise Business Motivation Model are
developed from a business perspective

a business model for the elements of the business plans is
developed before beginning system design or technical
development
business plans then become the foundation for system design, 
connecting system solutions to their business intent. 
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Key Ideas of the Business Motivation Model –
Motivation

Enterprises do not - or should not - act randomly. When an 
enterprise executes a business process or applies a business
rule, it should be able to say why. 

Business processes realize courses of action. Courses of 
action are undertaken to ensure that the enterprise makes
progress towards one or more of its goals
Some of the logic of business processes may be expressed in 
business rules. Business rules are derived from business
policies.

The enterprise should be able to say who decided about the
motivation, and on what assessments of what influences. 
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Key Ideas of the Business Motivation Model –
Reaction on Change

Fundamental assumption: what an enterprise does is driven
by how the enterprise decides to react to change. 

The recognition of changes and the assessment of their
impact on the enterprise is crucial

Business Motivation Model does not require a specific 
process for reaction to change but supports traceability:

Forward, from impact of influence to specification of business 
processes, business rules, and organization responsibilities.
Backward, for an enterprise to demonstrate why it does what it 
does the way it does it.

Both are important for governance, and especially for 
regulatory compliance.
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Key Ideas of the Business Motivation Model –
Separation of Concerns

BMM distinguishes between
Ends and means: what an enterprise wants to be, as opposed to what it

has decided to do. 
Changes and assessment of their impact. The impact of a given change

may be assessed differently by different people in the enterprise.
Assessments, and the decisions based on them as expressed in 

business policies and ends. 
Courses of action (decisions on how to exploit resources and 

capabilities) and business policies (directives that enable and 
constrain courses of action). 

“How” and “How well.” Courses of action define how capabilities will be
used; measures of how well they are used are defined within
objectives they support.. 
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Key Ideas of the Business Motivation Model –
Decomposition

Different organization units in the same enterprise each have
their own Business Motivation Models

There are three decomposition associations in the Business 
Motivation Model

Desired Result
Course of Action
Business Policy

These three concepts can be decomposed into smaller ones
(e.g. desired results of the whole enterprises include the
results of several organisational units)
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Key Ideas of the Business Motivation Model –
Metrics

Measures of performance are defined as objectives. 

They may be based on 
risks and 
potential rewards

identified in assessments.

(Key Performance Indicators (KPI) / Critical Success Factors
(CSF) are not especially distinguished in the model)
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Overview of the BMM Structure
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BMM Concepts

BMM distinguishes between

Core Concepts – defined within the BMM
Means, End, Influencer, Assessment, …
Relation between concepts

Placeholders – referenced by the BMM but defined in other
specifications

Business Process, Business Rule, Organisation Unit, Asset, 
Liability
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Means - Ends

A cornerstone of any work addressing motivation has to be
the enterprise’s aspirations: its Vision
its action plans for how to realize them: its Mission

Refinements were introduced —
Vision is refined into Goals and Objectives
Mission is refined into

Strategies for approaching Goals
Tactics for achieving Objectives

The general terms End and Means
End refers broadly to any of the ‘aspiration’ concepts (Vision, Goal, 
Objective)
Means refer generally to any of the ‘action plan’ concepts (Mission, 
Strategy, Tactic). 
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Influencers and Assessment

Business needs to take into account the numerous Influencers that can
hinder or assist its operation

Influencers provide
Opportunities that would help the enterprise operate
Threats that would thwart it

and represent
Strengths that the enterprise could exploit
Weaknesses that it should compensate for

The determination of Strength, Weaknesses, Opportunities and Threads
comes from an assessment of the impact of influencers on Ends and 
Means (e.g. SWOT analysis)

Internal influencers are assessed to be Strengths and Weaknesses
External influencers are assessed to be Opportunities and Threats
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BMM Core
Concepts
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BMM
Placeholders
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Core Elements of the BMM: End

An End is something the business seeks to accomplish
It does not include any indication of how it will be achieved. 
It is useful to document who defined the End and at what point 
in time, so that an audit trail exists for future reference. 
Hierarchy of End Concepts:
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Core Elements of the BMM: Vision

Vision describes the future state of the enterprise, without
regard to how it is to be achieved. 

A Vision is often compound, rather than focused toward one
particular aspect of the business problem. 

A Vision is supported or made operative by Missions. 
It is amplified by Goals.



Prof. Dr. Knut Hinkelmann 20MSc BIS/

Examples of Visions



Prof. Dr. Knut Hinkelmann 21MSc BIS/

Core Elements of the BMM: Desired Result

Desired Result is an End that is a state or target that the
enterprise intends to maintain or sustain. 

A Desired Result is supported by Courses of Action. 
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Core Elements of the BMM: Goal

A Goal is a statement about a state or condition of the
enterprise.

A Goal should generally be attainable and be more
specifically oriented to a single aspect of the business
problem than a vision.

A Goal should be focused enough that it can be quantified by
Objectives. 
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Examples of Goals
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Core Elements of the BMM: Objective

An Objective is a statement of an attainable, time-targeted, 
and measurable target that the enterprise seeks to meet in 
order to achieve its Goals. 

SMART: Specific, Measurable, Attainable, Relevant, and 
Time-Based. 
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Examples of Objectives
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Core Elements of the BMM: Means

A Means represents any device, capability, regime, 
technique, restriction, agency, instrument, or method that
may be called upon, activated, or enforced to achieve Ends. 
A Means does not indicate either the steps (business
processes and workflow) necessary to exploit it, nor
responsibility for such tasks, but rather only the capabilities
that can be exploited to achieve the desired Ends. 
Hiearchy of Means Concepts:
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Core Elements of the BMM: Mission

A Mission indicates the ongoing operational activity of the enterprise. 

The Mission describes what the business is or will be doing on a day-to-
day basis. 

A Mission makes a Vision operative — that is, it indicates the
ongoing activity that makes the Vision a reality. 
A Mission is planned by means of Strategies. 
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Examples of Mission
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Core Elements of the BMM: Course of Action
A Course of Action is an approach or plan for configuring some aspect of 
the enterprise involving things, processes, locations, people, timing, or
motivation undertaken to achieve Desired Results. 

Courses of Action are governed by Directives

Courses of Action are strategy or tactic
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Core Elements of the BMM: Strategy and Tactic

A Strategy represents the essential Course of Action to 
achieve Ends. A Strategy usually channels efforts towards
those Goals. 

A Tactic is a Course of Action that represents part of the
detailing of Strategies. Tactics generally channel efforts
towards Objectives. 

A Tactic implements Strategies. Compared to Tactics, 
Strategies tend to be longer term and broader in scope. 

For example, the Tactic “Call first-time customers personally”
implements the Strategy “Increase repeat business.”
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Examples of Strategy
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Examples of Tactic
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Core Elements of the BMM: Directive
Directives indicate how the Courses of Action should, or should not, be
carried out —they govern Courses of Action. 
Example: the Business Rule “Pizzas may not be delivered beyond a 
radius of 30 miles” governs the Strategy “Deliver pizzas to the location of 
the customer's choice.”
Directive includes two concepts: Business Policy and Business Rule
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Facts involving Means

A Course of Action 
can include other
Courses of Action

One Course of 
Action can be
enabled by another
Course of Action

One Business 
Policy can include
other Business 
Policies

Tactic effects enforcement
level of Business Rule, 
because deciding what
enforcement level is to be
applied to a Business Rule
is often a Tactic within
business plans.
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Expressing Core Elements - Qualitative Words

Qualitative Words should be used only for Ends but not for
Means

The absence of these adjectives suggesting desired end 
states is one fundamental difference between Courses of 
Action and Desired Results or Directives
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Business Policies and Business Rules
A Business Policy is a non-actionable Directive whose purpose is to govern or
guide the enterprise. 

Business Policy can be formulated in response to an Opportunity, Threat, 
Strength, or Weakness. 
Business Policies provide the basis for Business Rules. Business Policies
also govern Business Processes. 

A Business Rule is a Directive, intended to govern, guide, or influence business
behavior, in support of Business Policy.

It is a single Directive that does not require additional interpretation to 
undertake Strategies or Tactics. 
Often, a Business Rule is derived from Business Policy. Business Rules
guide Business Processes. 

Compared to a Business Rule, a Business Policy tends to be
less structured, less discrete, and not focused on a single aspect of 
governance or guidance. 
less compliant with standard business vocabulary, and less formally
articulated. 
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Examples of Business Policy
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Examples of Business Rule
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Business Rule Enforcement Level
A Business Rule has an enforcement level. 

Enforcement levels represent alternatives indicating the severity of action
imposed to put or keep a rule in force. 

Example of a range of enforcement levels, from ‘strictly enforced’ to 
‘guideline’:
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Examples of Business Rules with Enforcement
Levels
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Core Elements of the BMM: Influencers and 
Assessment

Influencers
have the capability to "produce an effect without exertion of tangible forces
or direct exercise of command and often without deliberate effort or intent."
are neutral, i.e. the should be stated in a neutral, factual manner. 

Assessments
make a judgement of an Influencer with respect to ist impact on Ends and/or
Means.
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Categories of Influencers

There are different Categories of Influencers, broad ones are
Internal Influencers
External Influencers

An Influencing Organisation
influences the enterprise
is external to the enterprised modeled in the given BMM
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Categories for External Influencers



Prof. Dr. Knut Hinkelmann 44MSc BIS/

Examples of External Influencers
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Categories for Internal Influencers
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Examples of Internal Influencers
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Directive as Regulation

One Influencer Category – Regulation – is explicitly defined by BMM

A Directive may act as some other Organization Unit’s Regulation.

The Business Rules and Business Policies
determined at one level in an organization
may be effectively the ‘law’ (Regulation) for
lower-level organizations. 
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Core Elements of the BMM: Assessment
An Assessment is a judgment of some Influencer that affects the 
organization’s ability to

employ its Means or 
achieve its Ends. 

In other words, an Assessment expresses a logical connection (i.e., fact 
type) between Influencers and the Ends and/or Means of the business 
plans indicating which Influencers are relevant to which Ends and/or 
Means.

Different people or groups of people might make different Assessments of 
the very same Influencers on the very same Ends and Means — and 
perhaps even the same person or group of people at different points in 
time.

It is very important to indicate which person or group of people makes 
which Assessment of an Influencer at which point in time, so that an audit 
trail exists for future reference.
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Categories of Assessment

BMM supports a general categorization of Assessment

SWOT – Strength, Weakness, Opportunity, Threat – is a frequently used
set of categories for Assessment

Strength: advantage or area of excellence within the enterprise …
… that can impact its employment of Means or achievement of Ends

Weakness: area of inadequacy within the enterprise …
… that can impact its employment of Means or achievement of Ends

Opportunity: indicates that some Influencer can have a favorable
impact …
… on the organization’s employment of Means or achievement of Ends 

Threat: indicates that some Influencer can have an unfavorable
impact …
… on the organization’s employment of Means or achievement of Ends 
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Examples of Strength and Weakness Assessments
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Examples of Opportunity and Threat Assessments
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Core Elements of the BMM: Potential Impact
An Assessment records judgements about the impact (or potential for
impact) of some Influencer on Ends and/or Means. 

In other words, an Assessment identifies some Potential Impact(s) that
is/are significant to that Assessment. 

An Influencer may lead to the creation of a Business Policy only through
an Assessment having been made that identifies some Potential Impact. 

Potential Impacts are categorized as 
Risk: indicating the impact and probability of loss
Potential Reward: Indicating the probability of gain

Risks are typically regarded to be
negative impacts, whereas Rewards
are considered positive
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Examples of Risk and Potential Reward
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Placeholders

Four concepts - Asset, Organization Unit, Business Process, and 
Business Rule - have roles in the structure of the Business Motivation 
Model but actually belong in other standards, where they are defined. 

The defaults for the required external standards are the OMG’s
specifications for the

Organization Structure Metamodel (OSM), 
Business Process Definition Metamodel (BPDM), and 
Semantics of Business Vocabulary and Business Rules (SBVR). 

In practice, enterprises could use alternative external standards. 

Business Rule is a core concept of the BMM (albeit that its definition is
adopted from SBVR). 

Organization Unit and Business Process are placeholders for association
with concepts in OSM and BPDM respectively.
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Organization Unit

For each Business Rule there should be a responsible party.These parties play
key roles with respect to motivation.

In BMM this is reflected by linking elements of the business plan to Organization 
Units

Logical connections: Organization Unit …
… is responsible for Assets
… is responsible for Liabilities
… defines Ends
… establishes Means
… acts as Influencing Organization
… recognizes Influencers
… makes Assessments
… is defined by Strategies
… is responsible for Business Processes
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Connections of Organization Unit
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Business Process

A Business Process is
"A unit of work to accomplish a transformation of information or
resources contributing to the business objective of a conventional or
orchestrated process.” [BPDM ‘Activity’]

Business Processes and Business Rules are closely related. 
Business Processes realize Courses of Action – they provide detail 
of activities, plus sequencing, control, and synchronization. 
Business Rules guide Business Processes – they provide the basis
for decisions that need to be made within Business Processes. 

Business Processes are governed by Business Policies, which: 
Provide guidance (both directly and via Courses of Action) on what
Business Processes have to do. 
Set limits on how Business Processes may undertake what they
have to do. 
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Connections of Business Process
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Asset and Liability

’Things’ that are used in operating the enterprise are represented as 
Assets. There are two kinds: 

Fixed Assets: things that are kept long-term, maintained, reused, and 
perhaps eventually replaced. They can be tangible, such as 
equipment and buildings, or intangible, such as patents and licenses.

Resources: things that are consumed and replenished, such as raw
materials, parts, finished goods, and cash. 

Enterprises also need to consider Liabilities. A Liability is a reservation of 
Resource(s) to meet commitments, such as materials needed to fulfill a 
contract, or cash to pay taxes.

Asset, Resource and Fixed resource are placeholders – referencing to 
things defined in detail elsewhere in the enterprise – outside BMM.
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Meaning of Asset and Liability

Assets often have to be considered when Courses of Action 
are being defined.

The terms “Asset” is not used in an accounting sense in the
Model. 

It means the real things in the business - the actual
equipment, buildings, and stocks of materials. 
The accounting perspective would be the monetary values, 
rather than the things themselves. 

Also the term "Liability" is not used in the accounting sense.
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Connection of Asset and Liability to the Rest of the
Model


