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BP3
Background

● Intelligent Automation services provider (BPM, DMN, CMN, RPA)

○ Technology agnostic, works with Camunda, IBM BPM, Pega, Activiti, Service Now, etc.

● BP3 was named a Leader in The Forrester WaveTM: Digital Process Automation Service 
Providers, Q3 2018

● CIOReview named BP3 to Top 20 Most Promising Robotics Providers

● 2014 – First US partner for Camunda

● 2018 – Presented “BP3 Task Emitter” at CamundaCon Berlin

● Developers: Justin Gigliotti (Lead), Thomas Verry, Chris Dempsey, Alex Trukhny
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Keller Williams
Background

● A technology company that provides an industry leading platform for real estate 
agents and consumers

● Founded 1983 - Gary Keller, Joe Williams

● #1 Real Estate Franchise in the World

○ Agent count, closed units, sales volume

● 940+ Offices

● 180,000+ Agents
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“We are a technology company. (1) 
That means we build the technology. 
(2) That means we hire technologists… 
We are not a Real Estate company 
anymore.” – Gary Keller (2018)
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Keller Cloud
Technology Platform

● “Real estate is about relationships”

● Command

○ Interconnected suite of tools for agents to optimize, 
manage and run their business

○ “By Agents, for Agents”

● Consumer

○ The consumer-facing counterpart to Command 
that empowers agents, buyers, and sellers
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Command
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SmartPlans
Product Goal

● Agent configured workflows comprised of a set of building blocks or steps

● Enable Agents to automate interactions and nurturing of their contacts (buyers/sellers)

○ Each instance has an Agent -> Contact relationship

● Provide proven templates developed by top performing Agents

● Customizability - Static, Simple Edit, Dynamic (full edit)
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SmartPlans Library
Pre-approved Templates

● Monthly NN

● Bi-Weekly NN

● Quarterly Call

● Mid-Term Nurture

● Long-Term Nurture

● Promote My App

● Birthday

● Open House Followup

● Home Anniversary

● 8x8 New Contact Engagement
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My (Agent) SmartPlans
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SmartPlans Builder
User Configurable Workflows

https://docs.google.com/file/d/1NXJdQ40rYeB6CU7aSL_j5vIXUxHlt9_Q/preview


11

Starting SmartPlans
Adding Contacts
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Tasklist
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SmartPlans

● Google Cloud (Kubernetes)

● Docker

● Camunda (Spring Boot)

● MySQL 5.7

● Node.js External Task Client

● Camunda Optimize (Elasticsearch)

● Google PubSub

● React Frontend

Environment / Architecture 
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SmartPlans - Pre Camunda

● UI embedded flow builder

● No guardrails

● Scaling issues

● Limited customizability
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Tasks and Static SmartPlans
Phase 1

● Install and validate Camunda

● PoC for Dynamic SmartPlans

● Replace existing backend engine

● Deploy Tasks and 1 Static SmartPlan

○ Monthly Neighborhood Nurture

● Validate external tasks pattern

● Define roadmap to get to full 
customization
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Monthly Neighborhood Nurture
Phase 1
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Phase 1 Overview

● 7 Static SmartPlans deployed

● Challenges

○ Spring Boot pattern

■ Delegate changes

■ Rolling deployments

○ Invalid Agent data

○ API Standards

June 2019 - Sept 2019
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SmartPlans - Simple Edit Configurations

● Define data structure

○ Previously everything 
hardcoded in Camunda

● Allow Agents “simple edit”

○ Customize the attributes of the 
SMS, Task steps

○ Can’t change the number or 
steps or the order

Phase 2
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SmartPlans - Simple Edit Configurations
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Phase 2 Overview
Sept 2019 - Nov 2019

Challenges

● Volume

○ Repeating plans -> rapidly growing 
number of active instances

● Validation

○ No contacts on the same/similar 
plan

● Source of Truth

○ Syncing with Contacts service
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SmartPlans - Subscriptions and Scheduler

● Create source of truth

● Moved “syncing” responsibility to a 
separate process 

● Scaling mechanism

● Scheduler for staggering

Phase 3
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SmartPlans Scheduling and Staggering

● Pre-scheduled plans

○ Birthday

○ Home Anniversary

● Start now

● Start on a scheduled date

● Stagger X per day

○ Example: Quarterly Call Plan

Phase 3
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Phase 3 Overview
Nov 2019 - Jan 2020

● Ready for Dynamic SmartPlans?



24

Dynamic (User Configurable) SmartPlans
Phase 4

● Business Rules

○ Builder guardrails

○ Fresh data, config changes, 
migrations

● SmartPlans PubSub Controller

● Enhanced email step

○ Simple emails

○ Templated emails



25

Dynamic (User Configurable) SmartPlans
Phase 4
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External Task Failures

● https://medium.com/@adamhooper/in-mysql-never-use-utf8-use-utf8mb4-11761243e434

○ MySQL’s “utf8mb4” means “UTF-8”
○ MySQL’s “utf8” means “a proprietary character encoding”. This encoding can’t encode many 

Unicode characters 😡
○ All MySQL and MariaDB users who are currently using “utf8” should actually use “utf8mb4”. 

Nobody should ever use “utf8” 🙅

● External task logic performed -> complete task with variables -> fail to persist variables -> rollback 
transactions -> create the same task -> task picked up based on lock timeout - > repeat

https://medium.com/@adamhooper/in-mysql-never-use-utf8-use-utf8mb4-11761243e434
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BPMN Errors vs Incidents

● BPMN Errors

○ Great *if* you know what you’re looking for 
and how to handle them

● Incidents

○ Better for retries, error discovery

○ Provided visibility into unknown errors

■ Categorize failures

○ Manual process to handle these when they 
persistently occur 
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Where We Are Today
SmartPlans By The Numbers

● Dynamic SmartPlans (7 user 
configurable building blocks)

● 10 Static SmartPlans

● 13 million+ instances processed

● 56k+ unique users of the system



QUESTIONS?


