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• The Belgian Public Prosecution 

and the BPM-WLM program

• Workload Measurement and 

Capacity planning

• Overview of our methods: Time 

Use Survey, BPM, Process Time 

Measurement (ARIS platform)

• Brief insight into some results 

and achievements up to today

• Q&A
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• Align the organisation to the strategic objectives (criminal policies, efficiency, 
effectiveness)

• Improvement and harmonisation of processes (better/faster/cheaper)

• Transparency on process execution & performance of the organisation

• Measurement of the workload (AS IS) and impact analysis (TO BE)

• Provide a platform that support management in 

- decision making processes and,

- toward the autonomy of the judicial power

• Prioritize the OMP Initiatives

• Quantitative analysis in order to support allocation of resources in strategic 
planning process (capacity planning)



FOCUS ON THE FUTUREFOCUS ON THE PAST

< 1 Year

1 Year

3-5 Years
Historical analyses and 

trends discovery  

Evaluation, accountability 

(activity reports) 

Monitoring, follow ups, 

operational metrics

Strategic planning, priority 

and goal setting 

(management/policy plans)

Annual planning, resource 

planning, budgeting

Operational planning, 

allocation of work





WORKLOAD BALANCING EXPECTATIONS BALANCING

HUMAN RESOURCES WORK CLIENT, SOCIETY

-working hours, overtime, well-being

-unavailability (leaves, pauses…) 

-time for training, travel, meeting, etc.

-lead time, waiting time

-access to justice and info, fair decision

-efficiency, effectiveness, low costs

Challenge: balancing workload and expectations
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MICRO

Public Prosecution 

Types of offices

Prosecutor’s offices

Divisions

Function groups, 

Function families

Functions

Teams, individuals

Work domains

(case or non-

case related)

Work processes, 

projects, products

Activities, cases

ORGANISATION CAPACITY WORK



Time Use Survey: Multi-Moment Method for WLM 



How many hours do people work, and how much time is 

spent on certain work domains? (macro level)

Case related work Not case related work

ManagementLeadership 

and policy
Training 

study

Travel 

during work
Criminal 

cases

Civil 

cases

Labour

cases
Appeal 

cases…

Burglary

Terrorism

Drugs

Assault…

Prosecution

Mediation

Settlement

Dismissal…
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20 %80 %

50 % 15 %10 %5 % 5 % 5 % 5 % 5 %

>100 %

Difficult to mesure with 

Time Use Survey

WORK

BPM is the best 

solution on this level



BPM within the Public Prosecution Service in Belgium

Information 

gathering

Modeling

ExecutionMonitoring

Optimalisation

Listing & documents

Study of regulation

Surveys, inquiries

Process context diagrams

BPMN-diagrams

Other diagrams

Process follow up, 

Time measurement 

Workload 

measurement

Dashboards, BI

Digital Transformation

Reform, Organizational 

development, Planning, 

Resource allocation, 

Forecasting & simulation

Work instructions

Training, coaching

Change management

GAP-analysis, 

Process audit



Capacity Management & Business Process Management

STEP 1. Process 

Modeling
STEP 2. Process Mining
(process volumes/throughput time)

STEP 3. Process Time 

Measurement

OLD SCHOOL 

TIMESHEETS

NEW METHOD 

PLATFORM & APP
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Validation of FTE profiles 

per prosecutor’s offices

TimeCapture data to 

calculate mean/average 

execution time

Workload estimation for 

cases based on critical 

processes executed in 

prosecutor’s offices

(representing >90% of 

core business)

End-to-End process 

(penal chain) is a 

combination of 

multiple processes

Identify criteria to 
tag instances in 

mining

Process execution 
time (timecapture) 
vs Process cycle 

time (mining)

20 critical 
processes are 

tagged and 
volumes are 
measured

Model ready for 
simulation and 
what if analysis



Process Time Measurement

Tooling: ARIS Governance, ARIS Connect, Scripting, ARIS App Generator



List of 

validated 

processes
Processes selected

Campaign scope definition
• Title

• Description/Instruction

• Selection of processes

ARIS Report to start a campaign

Only available for Admin



Managers by entity

Entity & Managers selected

When selected, email confirmation is sent

and task created



Direct access to 

process in scope of 

campaign
To finalize task

©



List of activities

List of entity 

operational 

members

When selections made, email confirmation are sent

and tasks created with output report

Role





















• The Public Prosecution Service made a lot 

of progress during the last 5 years in further 

implementing and developing BPM and new 

approaches of Capacity Management

• The whole organization is involved in the 

program and reaps benefits from it (quick 

wins in core business, harmonization, 

planning, …)

• Balancing interests of workers and clients 

are a main concern for the organization

• Work on different levels of detail: combine 

high level approaches with deeper insights.

• Constantly try to improve your way of 

working, your systems and your people

• Let yourself be assisted by professionals



Gerrit FRANSSEN

Program Leader BPM-WLM

Belgian Public Prosecution Service

gerrit.franssen@just.fgov.be

https://www.om-mp.be/nl

LinkedIn: gerrit-franssen-b5818b214/

https://www.om-mp.be/nl


Software AG Webcast: Process Mining and Modeling - Why they are Better Together (22/09/2022)
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