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IN-THE BPMN WILDLANDS, SURVIVAL IS EARNED — NOT GIVEN.
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BPMN

WHAT IS IT?

LIONBRIDGE

Think of BPMN as executable logic—not just diagrams. Apply the same
engineering discipline you use for code

BPMN belongs in the hands of developers—where architecture meets
execution.

BPMN should go through the same dev pipeline as code.
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BPMN MERGES ARE PAINFUL—CONFLICTS ARE HARD TO RESOLVE AND EASY
TO MISS DURING CODE REVIEWS
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HOTFIXES AND DOWN-MERGES ARE DIFFICULT TO TRACK AND
MANAGE
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DEPLOYING BASED ON VERSIONS IN MODELER
IS NOT EFFICIENT (ESPECIALLY WITH MANY DEVS AND BPMNS)
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IT IS IMPOSSIBLE TO TRACK WITH MULTIPLE DEVELOPERS
WHICH VERSION IS ON WHICH ENVIRONMENT

\ Environment A i Version 2.0

~

ﬁ " Version 3.1
|
|

: | i
Environment B |-~ Version1.2

77 Version 2.0
I Nree kTN G R
|

Environment C --| Version 3.0
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COMPLEX AND EVOLVING DATA MODELS ADD FRICTION
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NO UNIT TEST/LINTER SUPPORT

Linter @&
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THE WAY OF LION - HOW WE STARTED
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PREVIOUS SETUP: KEY CHALLENGES

1. All work done in a single Online Modeler repo with no branch support
2. 4-5 devs worked in parallel—no clear visibility into what's deployed
3. Deployments were unreliable, especially partial ones (100+ interconnected processes)
a. Process definition IDs changed with every version—nhigh risk of incidents
5. Only one person could deploy; pipeline was complex and manual
6. Custom deployment app handled:
1. Milestone creation & export
2. Git sync and diff checks
3. File operations
a. Deployment to Modeler & Operate
7. Any change required manual updates to the app’s code
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INITIAL SETUP

Developer 3
Development
Us3
Anyone can
change
anything at any
point
2 Want to release
Developer 2 only US1,
because it is g 3
Development | Single visual ready ‘/X\ Al e ?.p Pfd
us2 repository S
changes
Error in
H testing/production
Partial
Manual Realize that Revert changes
PR “S): of Release some US2 and US3 manually on
Developer 1 P gPMNs of BPMN introduced some
some changes enviroment
Development ) Mess

us1

A lot more bad
scenarios can
happen here

This deployment

We are on single requires manual
repository, so Dev 2 and change of code, and a
3 could do some changes lot complicated logic
in the same BPMNs in custom app

LIONBRIDGE

This material contains information that is proprietary and confidential to Lionbridge. It cannot be 1 3
shared with third parties without Lionbridge written consent. DO NOT COPY. DO NOT DISTRIBUTE.



THE WAY OF LION!
HOW WE CURRENTLY WORK
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THE CURRENT SETUP

B rooeier Yeisione it

Visual view

Azure DevOps

= Confluence
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CODE REVIEWS

send-token-lcx-activity.bpmn -2+2
/process/Optimus Beta/production/lox/send-token-loc-activity.bpmn

tw-lcx-process.bpmn -5+8
/process/Optimus Beta/production/lovtw-loc-process.bpmn

<2xml version="1.0" encoding="UTF-8"2>
- <bpmn:definitions xmlns:bpmn="http://www.omg.org/spec/BPMN/20100524/MODEL" xmlns:bpmndi="http:
= <bpmn:process id="tw-lcx-process-4.5" name="TW LCX Process 4.5" isExecutable="true">

:sequenceFlow id="Flow_07xcleg" sourceRef="1lcx-job-edited-message-event" targetRef="G
:sequenceFlow id="Flow_01je9ut” sourceRef="Gateway_lrskmt2" targetRef="lcx-job-edited
:sequenceFlow id="Flow_14s@@pi"” sourceRef="send-token-lcx-activity" targetRef="Gatewa

:sequenceFlow id="Flow_lwugebm" sourceRef="set-sub-processid-script"” targetRef="updat
<bpmn:callActivity id="update-pm-activity” name="Update PM Dashboard">
<bpmn:extensionElements>
<zeebe:calledElement processId="dashboard-events-process-v4" propagateAllChildVariable
<zeebe:ioMapping>
<zeebe:input source="=subProcessId” target="subProcessId" />
<zeebe:input source="=currentStage” target="currentStage" />

<bpmn:sequenceFlow id="Flow_@@ycja4" sourceRef="Event_l16lqoga" targetRef="Gateway_Owoxuaf"
<bpmn:callActivity id="Activity @vgezj2" name="Do File Check">
<bpmn:extensionElements>
<zeebe:calledElement processId="file-matching-process-v4" propagateAllChildVariables="
<zeebe:ioMapping>
<zeebe:input source="=translationFiles.original" target="inputFilesFmsUrls" />
<zeebe:input source="=1cxFiles" target="outputFilesFmsUrls" />

</bpmn:extensionElements>
</bpmn:message>
<bomndi:BPMNDiaeram id="BPMNDiagram 1">

LIONBRIDGE
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<2xml version="1.8" encoding="UTF-8"2>
<bpmn:definitions xmlns:bpmn="http://www.omg.org/spec/BPMN/20100524/MODEL" xmlns:bpmndi="htt
<bpmn:process id="tw-lcx-process” name="TW LCX Process" isExecutable="true">
<bpmn:extensionElements>
<zeebe:versionTag value="1.8.8" />

</bpmn:extensionElements>
<bpmn:sequenceFlow id="Flow_@7xcleg" sourceRef="1cx-job-edited-message-event” targetRef=|
<bpmn:sequenceFlow id="Flow_@lje9ut" sourceRef="Gateway_lrskmt2" targetRef="1lcx-job-edit|
<bpmn:sequenceFlow id="Flow_14s@8@pi" sourceRef="send-token-lcx-activity"” targetRef="Gate|

<bpmn:sequenceFlow id="Flow_lwugeém" sourceRef="set-sub-processid-script” targetRef="upd|
<bpmn:callActivity id="update-pm-activity" name="Update PM Dashboard">
<bpmn:extensionElements>
<zeebe:calledElement processId="pm-dashboard-events-process” propagateAllChildVariab
<zeebe:ioMapping>
<zeebe:input source="=subProcessId" target="subProcessId" />
<zeebe:input source="=currentStage" target="currentStage" />

<bpmn:sequenceFlow id="Flow_@@ycja4" sourceRef="Event_16lqoga" targetRef="Gateway_@woxua|
<bpmn:callActivity id="Activity ©@vqezj2" name="Do File Check">
<bpmn:extensionElements>
<zeebe:calledElement processId="files-matching-process” propagateAllChildVariables="
<zeebe:ioMapping>
<zeebe:input source="=translationFiles.original®™ target="inputFilesFmsUrls" />
<zeebe:input source="=lcxFiles" target="outputFilesFmsUrls" />

</bpmn:extensionElements>
</bpmn:message>
<bomndi:BPMNDiagram id="BPMNDiaeram 1">
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HOTFIXES AND DOWN MERGES

Normal release Hotfix

B Create branch
Decision of from master
release
-~
A 4
)
Merge S1 to Go through
normal
master
development

Run prod
pipeline
Downmerge
change down to
dev
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HOTFIXES AND DOWN MERGES

Downmerging with cherry-pick locally in case of merge conflicts:

1. Ensure the target branch to merge into (e.g., dev) is up-to-date (git pull)
2. Create a new local branch based on the target branch

3. Get the commit ID from your original PR for the cherry-pick:
[1477096] and [1475451] Bugfix BRE payload an

Overview Files Updates

Conflicts

|]fffffj‘ and 1475451’ Bugfix BRE payload and rescheduling

You find it under "Commits” tab in your PR. Incase PR has multiple commits, pick the merge commit id.

Commits

4. Locally, do git cherry-pick <commit-id> (git cherry-pick -m 1 <merge-commit-id> -> use this command if cherry pick happens using merge commit id)

5. Resolve conflicts as usual

6. Push the changes from the local branch to the repo and create a PR to merge this into the target branch (e.g., dev)

LIONBRIDGE
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BPMN MERGES AND CONFLICTS

Commit to main LocalDate publicationDate

S 9 B &

Changes Merge Revisions for [Users/marit.van.dijk/IdeaProjects/gitdemo/src/main/java/Book.java

String isbn

Merge Co - .
- Apply non-conflicting changes: Do not ignore ¥ Highlight words v = = ] q ? No changes. 1 conflict.

& Changes from main Result & Changes from feature

Unversione X = X
java.util.List

(String title Book(String title

Book(String tit List<String>™ List<String>

List<Strin String publisl String publi
String pub LocalDate pub’ LocalDate pu
Amend
String isb String isbn String isbn
Merge feature -
pages 7 g pages) { pages
b | weight)

containsAu .contains(: containsAuth

.contai .contains(

Commit C

Git: Log Cor - : A
N I isPreOrder()
<

HEAD (Cu

Vv Local
mair
feat

inte
Accept Left Accept Right Cancel
v Remote

Q

v I origir
feature
interactive-rebase

main

23:2 LF UTF-8 4spaces A Mergingmain e & @

T Add feature marit.van.dijk 16/07/202

ICJl  Pending Unresolved conflicts // Resolve... (moments ago)
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DEPLOYMENT MANAGEMENT

Stages Jobs

¥ Build ¥ Import to Dev ¥ Deploy to Dev 4 Import to Demo @ Deploy to Demo
1 job completed 1 job completed 1 job completed ng Not started

B 2 artifacts
B 1 check in progress
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PROBLEM AND SOLUTION SF
- HANDLING DEPLOYMENTS
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Camunda Con v Camunda Community... @ [:h @ @

Sync with GitHub (w) S}

View landscape °lg Create new v

Sync with GitHub
Synchronize your process application with your defined repository.

Name Branc Creator Last changed
main

Camunda Con 2025-05-1115:11
< te b & s oy
PMN diagram Main process

Name your version v a version tag to track it through the de p C ght ve

called.

There is no README created yet

Use a README file to clearly document your processes

Create a README

Pulling latest changes from GitHub

Pushing changes to GitHub
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0 TomaszMlynarczykTraining / camunda_con_presentation

<> Code O Issues i1 pul requests

LIONBRIDGE

® Actions [ Projects [0 wiki @) Security [~/ Insights 8 Settings

@® camunda_con _presentation ' fublic 52 Pin | | © Unwatch 1

¥ main ~ ¥ 18Branch © 0 Tags Q Go tofile t Add file ~ -

. camunda-git-sync-integration[bot] Web Modeler - Git sync push - 1.0 (by Tomasz Miynarczyk) 42ffe35- 25 minutesago %) 5 Commits

[ camunda Con.bpmn Web Modeler - Git sync push - 1.0 (by Tomasz Mtynarczyk) 25 minutes ago

] README

Al
Add a README

Help people interested in this repository understand your project by adding a README.

Q Type | /] to search

- % Fork (0 v ¥ Star 0 v

About b

No description, website, or topics provided.

A~ Activity
0 stars

1 watching

< 0 2

0 forks

Releases

No releases published
Create a new release
Packages

No packages published
Publish your first package

O © 2025 GitHub, Inc. Terms Privacy Security Status Docs Contact Manage cookies Do not share my personal information
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THANK YOU !  - \‘ s
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Time for Q&A

X0 QO in

We break barriers and build bridges
to new opportunities. Everywhere.
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