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Introduction 
This article discusses Process tools for Software Development and IT Management and what are the 

major functionalities, one should look for in such tools. There are not many tools which can be 

categorized as pure-play software development process management tools. Most of the process 

tools are included as part of the development and management point tools. For example, a bug 

tracking tool may have a process automation engine to define the bug fixing process. Similarly, a 

Help Desk tool may have a process to manage help desk.   

There are a few generic process tools focused on different Development and IT processes within the 

same tool. These multi-application process tools which facilitate the implementation of multiple 

processes like Requirements Management, Issues Management, Test Management and Release 

Management processes are becoming more and more popular. The generic process tools broadly fall 

into two categories - Methodology Specific and Methodology Agnostic.  

Methodology Specific tools are designed around a particular methodology. Their processes are 

implicit and embedded in the user interfaces which are specific to the methodology. There are a few 

commercial tools available which are specific to methodologies such as SeRUM, Agile, Phase-Gate, 

etc. The Methodology specific process tools have an advantage of quicker and more faithful 

implementation of the methodology. The disadvantage of such a process tool is its limited 

adaptability, especially when the organization wants to deviate from the strict definition of the 

methodology. A methodology specific process tool has a little room to incorporate deviations from 

the methodology it originally intended to implement. Since, over the long term every organization 

modifies its processes to reflect changes in the organization, business and technology environment, 

methodology specific process tools have a shorter shelf life.   

On the other hand, a Methodology Agnostic Process tool is more generic and as the name suggests, 

can implement a wide range of methodologies. Since it is not designed for any particular 

methodology, it may take a longer time to implement a methodology unless it comes with some 

built-in templates. For organizations following a proprietary or a modified methodology, a 

Methodology Agnostic Process tool is the best option. The investment in a Methodology Agnostic 

Process tool goes a long way as it should be able to accommodate the changes in the business and 

technology scenarios in the future years.   

In this article we will discuss the general features and functionalities we should look for in a generic 

Methodology Agnostic Process tool which can be used for a wide range of processes in different life 

cycles.  
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Task based vs. State based processes 
Most of the development tools have state based process capabilities. A state based process allows 

the process to be in one state alone at a given time. This is good for a simple process, but difficult to 

implement for a complex process which requires parallel activities. On the other hand, a Task based 

process supports multiple parallel activities in the process. This allows tasks to get assigned to 

multiple process owners where each may be involved in doing different things.  

Multiple independent processes for each 

application 
For certain types of application development, support of multiple processes is important. For 

example, a Helpdesk application may have different processes for different departments. It is 

possible to create a single monolithic process with branches for each different departmental process. 

However, with a tool that supports multiple independent processes for a single application, it is 

easier to design, develop and manage different processes in a more structured way. 

Visual drag and drop process designer 
Different process tools have different user interfaces to define the process. The design interfaces 

include graphical drag-and-drop interface, state tables, spreadsheet-like interface and the ones with 

different levels of coding and scripting support. A visual drag-and-drop interface helps process 

designer to visualize the process as it is being created. The process is faster and easier. A visual drag-

and-drop process designer also reduces the implementation and maintenance cost of a business 

process in contrary to the code based process engine. 

Task assignments to multiple users/roles 

based on policies 
One should be able to assign a single activity to multiple owners in a single step. In addition, there 

should be ways to support queuing of tasks, load balancing, task sharing by multiple owners and 

independent owners of a single task among others. For example, sending a change request to a 

change board of 5 persons should be achieved in a single step rather than 5 different steps. A State 

based process cannot support any of these needs. 
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Conditional branching 
This is one of the basic requirements of a Process tool that is missing in many tools in the market. 

Conditional branching capability of a process tool allows automatic selection of the next activity 

based on the complex conditions defined in terms of various variables of a particular item. For 

example, an Issue follows a particular path if it is a defect and, a different path if it is an enhancement 

request. This routing should automatically happen based on the field values. 

Merging/Joining with quorum-based 

forwarding policy 
Multiple parallel activities in a process often need to be merged/ synchronized to move the process 

forward. A quorum based merging allows the process to move when not all but a pre-defined 

percentage of the previous activities are completed. For example, when a Requirement is sent to a 

review board of 10 persons, the quorum based merging will allow the process to move forward if 

80% of the review results are completed and have passed. 

Process modification without affecting 

running processes 
In any organization, processes change with time. There is no single ideal process which can address 

all needs for ever. One should be able to modify processes as the old process continues to be 

running for the existing items. This allows the managing of the process changes much easier and 

allows for a smooth transition between the old and the new process. 

Restart process at any time for multiple 

items 
When a process is changed one may need to run the new process for the existing items. With some 

advanced tools, it is even possible to start at a particular step within the new process rather than at 

the ‘Start’. This allows users to make the process run for an item from the point till which it has been 

executed in the previous process. 
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Process versioning 
This is especially needed for any organization that wants to implement CMMI or similar compliance 

processes. Just like any change management, it is important to track the changes in the process by 

tracking the versions. So, look for a tool which has built-in versioning capability for the process. 

Synchronization among multiple 

processes 
This feature may not be necessary for a single application process tool. However, the need for this 

feature is critical to a multi-application process tool that allows implementation of multiple 

applications like Requirements Management, Issues Management, Test Management, and Release 

Management..For example, a Release Process should wait for the integration Test to start until all the 

Requirements and Issues included in that Release are implemented/ fixed and unit tested. 

Process activities triggering actions in 

external tools 
Most organizations use various development and management tools from different vendors. Due to 

the lack of integration, and built-in process in most of the point tools, processes gets implemented in 

isolated pockets of the lifecycle. The process tool should be able to trigger an action in another 

remote tool and help in achieving cross tool process implementation. 

As you understand from the above process tool selection criteria, it is important to spend some time 

thinking and discussing about the process needs with your vendors. Even if your organization is not 

currently using any defined “Process”, you should do this before making a final selection of ALM 

tools. Ignoring this fact may lead to an investment in a wrong tool that may not help the 

organization as it grows and matures in its desire to implement a process methodology. 

For any question, you may email to Kovair Marketing at marketing@kovair.com. 
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About Kovair 
Kovair Software is a Silicon Valley based software product company specializing in the domain of 

Integrated Application Lifecycle Management (ALM) solutions and supports global software 

development and management. Kovair’s focus on integrating third party best-of-breed ALM tools 

enables creation of applications in a synchronized tools environment. 

Kovair has partnered with leading technology brands like Microsoft, IBM, CA, BMC and more to 

provide customers a wide range of integration solutions.  

Product Portfolio: Kovair’s flagship products Omnibus Integration Platform, ALM Studio, 

QuickSync and Integrated DevOps are highly preferred solutions by some of the major corporations 

globally. 

Recognitions: The SD Times 100 has recognized Kovair as one of the top 100 software 

innovators in the domain of Application Lifecycle Management. Kovair’s Innovations in ALM Tools 

and ALM Integrations are well recognized both in the industry and by analysts at places like Gartner 

and Forrester. 

Business Focus: Application Lifecycle Management Products and Services, Integration Platform 

 

Industry Verticals: IT Consulting and Services, Banking and Financial Services, Telecom, 

Manufacturing, Networking, Healthcare, Defense and Government. 
 

Contact: For more information about product and services contact sales@kovair.com. You may 

follow Kovair updates on Facebook, LinkedIn, Twitter, Google+, Slideshare and YouTube. 

Important Links: Why Kovair| Management | Product Updates | Tool Integrations | Product 

Brochure | Videos | Datasheets | White Papers | Case Study | Technical Documents| Presentations | 

Services | Blog | Press Releases | Events | Customers | Partners | Support | Contact | Site Map 
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