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Robotic process automation is becoming increasingly recognized as the 
“gateway drug” to digital transformation, particularly among the more 
advanced practitioners. However, the very fact that its impact is potentially 
enterprise-wide means it requires a coalition of stakeholders in order to be 
successful. 

The first step is to identify key coalition partners who will help promote 
the robotics program. Building the right relationships with these partners 
means leveraging a wide-reaching ecosystem that connects internal but 
also external experts who can support an organization through its digital 
transformation journey. These experts represent technology, controls, process 
expertise, training, accelerators, governance and even outsourcing, and 
are linked through an ecosystem that stretches across the enterprise and 
beyond. Their experience and support is vital to scaling robotic automation.

The second critical aspect in scaling automation is the ability to identify 
potential Stall Points and proactively address them. Stall Points should ideally 
be understood before the first proof of concept or pilot, but most early use 
cases are focused on a specific problem area without consideration of the 
broader implications of enterprise-wide deployment. Addressing the Stall 
Points is often done only after confronting one. Once the automation program 
proves itself, there is suddenly a big push towards expanding it. This is the 
stage at which Stall Points might raise their ugly heads - so now is the time 
to ensure you are prepared.

This report brings together the learnings and best practices acquired over 
the past five years of RPA implementations and provides a valuable guide to 
scaling robotic automation programs once automation’s validity is proven.

Barbara Hodge
Global Editor
SSON Digital

RPA: THE GATEWAY 
DRUG TO DIGITAL 
TRANSFORMATION
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Intelligent Automation is not a “thing to do” but rather a “way we do things.” 
It is a decision to do things differently. It brings design thinking, task 
automation, and eventually prescriptive analytics together to fundamentally 
transform a part of the business. 

I read recently that more than 50% of automation programs were stalled with 
between four and seven automations in production. Why is this?

This report is intended to provide some insights into the journey of 
automation – and a journey it surely is. Not to throw rocks at anyone, but I will 
offer that the marketing of Intelligent Automation can be misleading. It seems 
to imply that if you can get your proof of concept done and your pilot process 
running, it is all “copy-and-paste” from that point forward; more of the same. 
To be blunt: No, it is not. 

There is a remarkable resemblance to the Six Sigma (or more generally, 
Continuous Improvement [CI]) craze of the 1990s. There are a handful 
of companies that have made an enterprise commitment to CI reaping 
enormous benefits, and many others who have gotten some marginal gains 
but are stuck, and not able to scale the program.

We are reaching the point now where enough enterprises have proven there 
is value in Intelligent Automation, but they are struggling with scale. In my 
own case at Ascension, I can tell you stories of hitting the wall many times. 
In each case, we discovered a critical missing capability to truly scaling. 
In partnership with our advisors, we worked together to analyze what was 
happening and develop a way forward. At two particularly painful junctures, 
we made the decision to stop the program altogether to focus on the Stall 
Point, and only when we had addressed it, start the program up again. Costly, 
but enlightening.

Intelligent Automation is today sufficiently well understood that businesses 
are beginning to ask the tough questions around “What is the total benefit 
yield?” Answering that question is a big deal, but absolutely doable if you can 
move beyond the Stall Points.

In the pages that follow we aim to highlight many of the common Stall Points, 
how to diagnose them, and how to fix them. 

Let me be clear: I don’t believe that it is possible to prevent Stall Points. What 
is absolutely possible is to know what they are, what to do about them, and 
how to move past them. Not every enterprise will hit all of the Stall Points 
either, but without question, several will present themselves.

I hope you find this dialog on enterprise scaling, how to get true yield from 
your program, and some common Stall Points, both educational and useful.

Lee Coulter
CEO, Ascension Ministry Service Center
Chief IA Officer, SSON
Chair, IEEE Working Group on Standards in Intelligent 
Process Automation 

MORE THAN 50% 
OF AUTOMATION 
PROGRAMS STALLED
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INTRODUCTION
This report is generally targeted at those that have already 
begun their automation journey. It explains how to move 
beyond the point where you have installed a couple of bots, 
proved RPA’s value, and have been given the green light – 
indeed, are perhaps under pressure – to scale up. It is at 
this stage, under the mandate to scale up, that Stall Points 
inevitably reveal themselves.

The question now is: How prepared is your operation for 
broader automation deployment?

A prerequisite to scaling is leveraging – and that means first 
developing – the right relationships with so-called “coalition 
partners” who will open the doors for enterprise wide rollout. 
In addition, there are numerous unanticipated barriers that 
can, and probably will, turn into program Stall Points” and 
potentially derail your implementation. These Stall Points 
relate to insufficient planning, a lack of necessary authority 
and strategy, and foundational requirements that are 
overlooked in early use case applications. While not obviously 
apparent in proof of concept or simple deployments, 
they reveal themselves more evidently the moment 
implementations scale.

In addition to pointing out common mistakes and how to 
overcome them, this report contains three critical sections. 
First, automation tools have evolved significantly since 

Internally, there are certain key partners whose collaboration 
and support will be critical, if not crucial, to expanding the 
automation program: IT, audit and the business or operational 
unit(s) are first among them. We talk here about creating 
“right relationship” with these key functions. At the end of the 
day, Intelligent Automation is a business tool but it must be 
supported by others in order to scale. 

While the business or operational units tend naturally to be 
drawn in as the benefactors of automation, audit and IT are 
still too frequently overlooked in the early pilot or proof of 
concept stages. Or, one or both can have the wrong roles. 
Regardless, both have significant power in exponentially 
promoting automation’s impact on digital transformation but 
can also (nearly) stop it in its tracks, or at least significantly 
limit its impact. Getting both IT and audit on board, therefore, 
is critical and building the right relationships with each is 
key to success. Any plans to scale will certainly require their 
collaboration. 

One of the stumbling blocks concerns budgetary control. The 
crucial question is whether the RPA budget falls under IT, 
shared services, or the automation COE housed within the 
business. If IT is responsible, it follows that IT can also veto 
any additional infrastructure or server requirements needed 
to grow automation simply because this investment had not 

they first made their first appearance. Today’s solutions, in 
response to customers’ demands, offer more transparency 
over how to manage bot production; provide real time 
insights on workload management; and offer built-in analytics 
capability. The interview with Manish Rai of Automation 
Anywhere explains how providers have addressed their 
customers’ concerns in this respect. 
See: How are Technology Providers Supporting 
Production Management, Operations Management and 
Design Authority? page 12-14.

There is also a chapter by Mark Davison, Global Partner at 
ISG, on how to run an effective health check of your current 
robotics capability, and how to deploy accelerators to speed 
up the transition from where you are now to where you want 
to be. See: How to Determine the Health of Your Existing 
RPA Capability in Order to Scale Successfully, page 8-9.

Finally, Change Management is so important, critical to 
success in fact, that we have devoted a section to supporting 
people through the change transition by navigating the 
cultural barriers and anxieties that are frequently unleashed 
at the thought of automation taking over. Scott Teeple, CTO 
of Agilify, outlines best practices. See: How to Guide Your 
Enterprise and Customers Through the Change Journey, 
page 17.

been budgeted for. On the other hand, if the shared services 
or COE is footing the bill, there is nothing standing in the 
way of further investment decisions. This is a critical factor 
that needs to be considered well in advance.

The harder issue, perhaps, is that scaling automation will 
most likely mean that robotics begins to touch sensitive 
processes that require specific access authority, and as such 
suddenly presents a very real security risk as far as IT is 
concerned. The trick here is to involve IT in the planning and 
deployment phase. If enterprise-level security is baked into 
the automation, and standardized within a secure Design 
Authority, IT is much more likely to feel comfortable with the 
program.

Similarly, the extent to which audit buys into and supports the 
program will impact the success of any attempt to build out 
or scale automation. If the COE running robotics is designed 
with audit representation, you are already a big step ahead. 
If the use cases to date have specifically avoided processes 
that are audited, however, it means that the robotics program 
has, so far, flown under the radar. Either way, scaling 
automation will inevitably mean touching audited processes, 
which in turn will flag alarm systems to colleagues in the 
audit department. 

i
BUILDING THE RIGHT RELATIONSHIPS WITH YOUR 
COALITION PARTNERS TO LEVERAGE INTELLIGENT 
AUTOMATION FOR DIGITAL TRANSFORMATION 
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Again, the solution is to bring audit on board early, be 
transparent in how automation works, ensure audit’s 
concerns and requirements are reflected, and build 
robotics that will pass the audit test from the start. Two 
recommendations: First, train your internal and external 
audit teams on automation tools and how they are used; and 
second, include an internal auditor in your COE. While this 
may feel like it will slow you down, answering their concerns 
early will save you enormous pain later. Being able to assure 
executive leadership that the whole program has audit 
support can prevent a major Stall Point. You can do this early 
or later in the program, but at some point it will have to be 
done. The right relationship is early involvement.

There should be another significant partner outside the 
enterprise: Your advisor. Often overlooked and therefore 
undervalued, having a partner who has “been there and 
done that” can eliminate major headaches and accelerate 
your program. Some organizations think they can go it alone 
(in fact, recent research by SSON indicates that 43% 
of current RPA implementations are being done without 
external advisory help or support). That is not recommended. 
Would you go on a safari without a guide?

As your program moves from a single use case or pilot to 
a more comprehensive and ambitious rollout, unforeseen 
and unexpected “stall points” can easily derail seemingly the 
most well-laid plans. This section identifies 13 potential Stall 
Points, which could be extremely unlucky for your robotics 
program if not properly addressed. Again, the point should 
be made that not everyone will encounter all of them, but any 

The vast pool of knowledge and expertise rapidly evolving 
beyond the walls of your corporation can have a very real 
impact on your automation evolution. Be intentional with your 
choice. Tool providers have a place and can be useful to a 
point. More important are the automation process experts 
in the form of external advisors familiar with the whole of 
your automation program. Turn key solution providers can 
be useful if your enterprise has decided to “buy versus build” 
your automation program. While this carries risks, it is a 
viable strategy. Pay attention to automation industry analysts 
who study successful programs. Seek out peers in other 
organizations whose implementations are a few years ahead 
of yours. The validation or intelligence gained from this very 
influential external ecosystem is an additional lever to be 
deployed in support of scaling your program. 

As corporations tap into these external partners, they need 
to figure out how to optimally engage with them and how 
that engagement, in turn, determines the direction they take 
– whether in standing up their own COE and internalizing 
robotics capability; outsourcing; or something in between.

of them can bring your program to a halt. The section below 
covers how to detect these Stall Points, common mistakes, 
and how to fix them.  (See also: How to Determine the 
Health of Your Existing Automation Capability in Order 
to Scale Successfully, by Mark Davison, Global Partner, 
Robotic Process and Cognitive Automation, ISG; page 8)

ii
STALL POINTS – HOW TO EVALUATE YOUR 
CURRENT LEVEL OF READINESS ACROSS 
CRITICAL AREAS

AVOID PROJECTS GETTING 
‘STUCK’ BY LOOKING OUT FOR…

Too complex 
a governance 
process that 
slows down 

decision making

 Conflicts 
between IT 
governance 

and business 
enablement

Security 
blockade – or 

IT security 
becoming a 
gatekeep for 

true unattended 
automation

Lack of 
executive 

sponsorship

 Not focusing 
on internal 

evangelization 
and line of 
business 

empowerment/
training

continued on page 12
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Mark Davison
Global Partner, Robotic Process and Cognitive Automation, ISG

Many corporations that have been given the green light 
for robotic expansion, have established a COE, and 
believe themselves to be well on their way … suddenly 
find themselves facing a bot wall they cannot scale, or 
are overwhelmed by the onslaught of demand. As it 
turns out, building a few bots is not that difficult. What 
is difficult is scaling automation across an enterprise, 
which is emerging as a challenge for many corporations.

This is where organizations frequently turn for help 
to advisors and consultants, to figure out what others 
are doing that they are not, and how to embed best 
practices in order to move ahead. 

The first step is to conduct a health check of the 
company’s RPA readiness to scale. This health check 
should include three components:

1.  A diagnostic that examines whether the key 
elements for a successful automation initiative exist.

2.  A comparison of this diagnostic to best practices.
3.  A custom benchmark of a company’s current status.

Benchmarking against top performing automation 
implementations is a valuable exercise that helps 
identify gaps and opportunities, and highlights where 
to improve. A baseline guide of best practices is what 
everyone is looking for.

To identify these practices, ISG researched 300+ 
corporations that had adopted automation, and 
categorized respondents according to a “bot 
framework” methodology based on 30 aspects of 
automation strategy, organization, best practices, 
governance and technology. The evaluation mapped 
respondents on a scale of “Bot 1.0” to “Bot 3.0” – 
depending on the program’s sophistication and reach.

Nearly 60% of the organizations surveyed were found 
to be at the Bot 1.0 level – automating some production 
processes and beginning to build their COE; 17% were 
at the Bot 2.0 level, with a performing COE and multiple 
automated processes; and only 7% were at the Bot 3.0 
level, with robotics deployed in multiple functional areas 
and cognitive solutions in production. 

What this tells us is that the vast majority of 
organizations find themselves at the launchpad of 
robotics as far as enterprise adoption is concerned. 
And this is exactly where roadblocks and barriers can 
effectively sideline ambitious plans. 

In addition, the benchmark data shed light on the practices 
that drove top performing automation COEs, and the 
critical metrics that determine performance excellence. 

SOME EXAMPLES INCLUDE:
  Whether organizations are making automation a 

board-level priority;
  How long it takes to implement a POC or pilot, and 

how long from there to deploy bots;
  Whether organizations are meeting their business 

goals and business case requirements;
  Which improvements generate the most benefit, and 

which metrics are being used;
  How organizations are dealing with Change 

Management;
 How governance is implemented;
  How organizations solve for reusability and 

repeatability;

The study covered a number of dimensions, highlighting 
those characteristics that move a bot strategy from basic 
implementation through to scalable model. 

MOVING THROUGH THE LEVELS TO BOT 3.0 
THUS REQUIRES:
 Executive/organizational support;
 Vision and strategy;
 Governance;
 IT adoption/participation/support;
 Tools installed/operational/scalable;
 COE launched/best and “next” practices;
 Bot building team trained and ready;
 Process owners engaged
 Organizational Change Management;
 Bot building factory;
 Third party support;
 Metrics to monitor and improve.

Put differently, moving to Bot 3.0 requires the ability to 
assess the impact of automation on the organization, 
leverage best practices in building and supporting bots, 
understand the enterprise technology portfolio and 
how cognitive fits into it, and leverage a governance 
framework that ensures an organization is getting the 
most of its automation investment. 

THE RESEARCH HIGHLIGHTED SOME OF THE 
PRACTICES THAT GET RESULTS AS INCLUDING: 
  Established and well-defined criteria to evaluate 

automation opportunities; 
  The ability to combine cognitive with robotic process 

automation in these workload assessments; 
 A well-defined automation operating model; 
 Strong executive support; 
 Regular reporting back to the business; and 
 An automation roadmap. 

Governance emerged as the most difficult challenge.

Tips on identifying gaps and employing “accelerators” to shift 
your momentum forwards

HOW TO DETERMINE THE HEALTH OF YOUR 
EXISTING AUTOMATION CAPABILITY IN 
ORDER TO SCALE SUCCESSFULLY
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WHAT DO BOT 3.0 COMPANIES DO DIFFERENTLY?

They know what to 
automate using their 

strong process-asessment 
capabilities.

Have self-refunding 
automation programs

91%
of Bot 3.0

companies

They have a common 
understanding of how work 
gets done through a high-

performing automation 
Center of Excellence

Can find hgher-value 
work for employees after 

automation

100%
of Bot 3.0

companies

They have a clear picture 
of where they are going 

tomorrow via a well-
defined automation 

roadmap

95+%
of Bot 3.0

companies

Meet/exceed all five key 
automation business 

goals

ACCELERATORS: 
HOW TO BREAK THROUGH THE “BOT WALL”
The other area that is emerging as an enabler of 
robotic scaling is that of “accelerators,” which helps 
propel the journey forward by ‘bending the curve” to 

There is another common driver that accelerates 
bot-building, and that is the pressure that enterprises 
face as they sign larger bot licensing deals committing 
to significant investments, and thus find themselves 

move from straight line progression to accelerated 
progression. According to ISG’s research, there are six 
levers that accelerate robotics programs:

under the gun to optimize their bot resources. This ties 
back to the need to get an efficient “factory” set up 
as quickly as possible, and often leads to third party 
expertise being sought to ramp up production.

BENCHMARKING
identifies gaps and provides opportunities for course corrections1

2 AUTOMATION STRATEGY 
envisioning a future scenario and figuring out how to get there ensures momentum persists

3
RAPID PROCESS ASSESSMENT 
works out, quickly, which processes are automatable, identifies the benefits and estimates what it 
will take to implement

4
COE PLANNING AND IMPLEMENTATION 
a library of processes and procedures based on prebuilt formulations that can be customized 
and integrated into the customer environment without needing to reinvent policies and 
procedures. This is particularly useful in highly regulated industries where conforming to audit 
requirements is key

5 ACCELERATED BOT-BUILDING 
teaching to build bots with super agile design thinking; in some cases, targeting “a bot in a week”

6
PRODUCTION SUPPORT MANAGED SERVICES 
providing outsourced monitoring and control services for customers bots so customers can 
focus their resources on actual bot production and performance, whiles the maintenance is 
outsourced to a third party
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Design Authority is a key foundational element that leverages 
decades of software development experience into a resilient 
and robust framework. Enshrining your automation within 
a rock-solid Design Authority provides the standardization 
required for a bot production program to scale successfully. 
Design Authority allows for code reusability and system 
controls, as well as code review and release management, and 
provides a strong foundation for growth.

A very common Stall Point is the absence of such a Design 
Authority. Automation developers often work in silos on 
one-off developments that are not shared or standardized 
across the group. Apart from the obvious dependence 
thereby created on individual developers who effectively 
own the maintenance and support of these processes and 
are not free to develop additional automation, ignoring the 
importance of a software development lifecycle as enshrined 
in a Design Authority is a Stall Point for robotics’ expansion. 

While automation is not at all the same as software 
development, a Design Authority is absolutely necessary. 
Scaling requires that automation production management 
can be performed by someone other than the person 
who developed it. The developer must be subject to a 
set of standards, therefore, in both development and 
documentation, in order to move to large-scale automation 
production. This means that all development work is 
organized around an automation operating model.

The key here is that the development environment needs to 
be recognized as a space to be architected separately from 
the test/QA environment and the production environment. 
Design Authority considers all standards required for all of 
these “spaces” to ensure consistency. They should not be 
the same, and each is critical in its own right as automation 
implementations are expanded. This is particularly pertinent 
for organizations that find themselves at roughly the 10-bot 
stage (or “pieces of automation”) and who are beginning 
to recognize the need to separate production management 
and maintenance work from pure configuration work. All 
configuration work should be based on a Design Authority 

Once the appetite for robotics is established, thought needs 
to be given as to how best to create an efficient “factory” 
environment for scaling robotics. While a Design Authority 
supports optimized production, there also needs to be 
consistency in execution, according to set standards. As 
automation is driven across thousands of business processes 
globally, an efficient execution mechanism becomes critical. 
This means thinking about how to organize and architect 
the “factory”, determining the process lifecycle and process 
diligence, and aligning leadership. The automation COE plays 
a key role here in determining core process requirements, 

that ensures anyone who didn’t actually build a specific piece 
of automation is nevertheless able to manage it.

Design Authority is not just about leveraging the scalability of 
automation tools but also supports oversight and governance 
of program execution. As more capabilities evolve around 
machine learning, the Design Authority of the robotics 
architecture will support consistent and appropriate updates 
or changes. This will be critical when you encounter the new 
dimensions of IT Change Management.

training staff, and ensuring the process drives automations 
efficiently. Effective execution is about leveraging expertise in 
leadership and delivery to make automation work. Production 
support is now a three-legged stool with the automation 
COE, IT, and the business all a part of production.

While some may think this resembles traditional software 
development practices, there are nuances. Automation is in 
reality digital labor that is contributing to business operations. 
The roles and responsibilities of IT, the automation COE, Design 
Authority and the business need to be clarified and governed.

1

2

In the early days there were no 
configuration standards of any kind

All developers had different logins to the 
target systems. They were ‘hard-coding’ stuff 
that should never be hard-coded. We realized, 
suddenly, that we were spending more time 
fixing what had been put in place as our 
learning progressed, than actually moving 
the program forward. I made the decision to 
stop all development and, together with our 
advisor, we took a full nine months to develop 
a Design Authority based on what we knew 
about software development lifecycles, design 
standards, and supporting documentation. 

This also provided a framework and standards 
for object reusability and object nomenclature. 
Back then, of course, there was no one to ask 
and we had to work from scratch. Today it’s 
a lot simpler. You can hire advisors with fully 
developed Design Authority templates.”

Lee Coulter
SVP, Ascension and CEO, Ascension Service Center
Chair, IEEE Working Group on Standards in Intelligent 
Process Automation
Chief Intelligent Automation Officer, SSON

DESIGN AUTHORITY

EFFECTIVE EXECUTION

continued from page 9
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Yes. Governance. When you have a couple of processes in 
production this seems like overkill. When you have hundreds, 
it becomes a critical path to successful scaling. Governance 
dovetails neatly with Design Authority and the COE. Effective 
execution will be determined by how well all coalition partners 
across the ecosystem work together. This includes demand 
management – those who manage the intake process (i.e., 
requests), prioritize opportunities, and manage risks – as well 
as maintenance and control. Well-established governance 
procedures will provide corporate leaders with the confidence 

that the expanding automation program is managed by 
appropriate checks and balances, and is carefully controlled at 
each step and through the right channels. Ensuring you have 
defined and provided the right guidance and oversight from an 
executive standpoint will facilitate rollout. 

It may seem self-evident, but when you have four bots running, 
governance feels heavy. When you have a hundred, the 
business needs to know there is professional governance of 
the program.

3 GOVERNANCE

Automation anxiety is very, very real and must be tackled head-
on. There is often an excitement at first, and everyone thinks 
that everyone else is being supportive. Natural human behavior 
is a familiar theme in major change programs and reflects many 
of the same concerns that any organizational change brings 
with it around fear, uncertainty and doubt. Automation creates 
an additional set of concerns around job security. 

When planning to scale, it is particularly important, therefore, 
that there is a fluid dialogue, between the implementation team 
and those affected, around the intention behind automation. For 
many, there is concern around what automation means to their 
jobs and whether they will have the skills to move into the value-
adding work that is promised. All successful programs have an 
open dialog about displacement. What is interesting is that with 
few exceptions, automation programs do not displace jobs. They 
do, however, introduce new higher-value work, and employees 
need to hear directly from leadership what the intentions are, 
with automation. In the absence of that, they will assume they 
are going to lose their jobs.

Supervisors face a very particular challenge around how they 
will be held accountable for a given work output without a clear 
line of sight over the work being done. What previously required 
10 FTEs but is now handled by four human and six digital FTEs 
presents a challenge in the absence of a real-time monitoring 
system. Supervisors may feel uncomfortable about whether 
they can actually trust the digital FTEs to produce – in other 
words: Whether they can continue to meet their work output 
expectations. In addition, the automated processes may throw 
out a new stream of exceptions, which may require a new 
process. This reflects back to the Design Authority. How should 
operations supervisors be given visibility into the production 
of their digital FTEs? The supervisor needs to know where 
the operation stands at any given moment. Knowing how to 
design for that is crucial. (See also: How Are Technology 
Providers Supporting Production Management, Operations 
Management and Design Authority? Interview with Manish 
Rai, VP Product Marketing, Automation Anywhere; 
page 12) 

4 AUTOMATION ANXIETY AND CULTURAL ROADBLOCKS

continued on page 16

HOW TO ENSURE YOU CAN SCALE 
UP YOUR IA SOLUTION

Develop an 
automation 

strategy 
recognizing 
automation 

as a business 
tool

Change 
Resistance

Automation 
implementation 
is well suited to 
Agile Methods

The right role 
of IT is now 
understood

Consider Yield 
from the start

Audit should 
never be an 
afterthought 
– plan ahead
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HOW ARE TECHNOLOGY PROVIDERS 
SUPPORTING PRODUCTION MANAGEMENT, 
OPERATIONS MANAGEMENT AND DESIGN 
AUTHORITY?

Interview with 
Manish Rai
VP Product Marketing, Automation Anywhere

Over the past 15 years that we have been providing 
robotic automation services, we have gained a lot of 
insight on how customers’ environments can hinder 
or limit optimal deployment. As a result, we have built 
these learnings into our deployments.

One of the things we really emphasize to customers is 
that they consider deployment across three different 
environments: build, test, and production. Each of 
these areas requires clear role-based access controls 
and authority of trained staff. It’s really important that 
the RPA platform has that kind of granular role-based 
access control, and specifically that you separate 
production from configuration.

One of the reasons for this, of course, is security. When 
you move beyond initial pilot to enterprise-wide scaling, 
audit and IT get involved, and they expect the highest 
level of security and that data is protected at each 
stage and cannot be tampered with.

It’s a balancing act, of course, but our point of 
reference is the App store model. When a developer 
presents their new App to Apple, it goes through a 24-
48-hour stringent test and approval process before it is 
released. This checks security, resiliency, etc. We need 
to help our customers do the same. 

To get customers to the right level of automation for 
their business, we are promoting what we refer to as 
the democratization of automation. That means that the 

story line should come from the end user, the Line of 
Business, which is the only team that truly understands 
the needs that drive the automation. We encourage 
the business to record the process and create a story 
around it that helps design the optimal flow. Then the 
bot experts take that story and build a bot for it.

To guide them, each of our customers has a dedicated 
customer success manager who has access to our 
best practices knowledge base where we have codified 
our automation practices. These are simple enough to 
be easily understood but rigorous enough to withstand 
scrutiny, and represent the learnings of more than a 
decade, including large-scale implementations like 
ANZ’s 3000+ bots. This knowledge is available to our 
customers and extends from providing support for a 
business case approval through to implementing and 
fine-tuning the automation. 

While many enterprises start with a handful of bots, 
they need to ensure that they have put in the right 
groundwork that allows them to scale up in subsequent 
years. If not, they’ll likely hit stall points.

Automation Anywhere’s services team also allows 
customers to benchmark their automation maturity and 
velocity against the best in the industry and learn from 
others. It supports them in driving quick wins up front, 
to gain enterprise approval for the project. By tapping 
into these best practices, customers get to a higher 
return on investment faster. 

How are solution providers helping customers get 
their bots into production? In other words, how do 
your tools support efficient production management?Q

How are you supporting customers’ needs for 
analytics through your platform?Q

We believe that you cannot truly scale and transform 
the business without embedding analytics. It’s about 
democratizing the transformation. Every bot builder 
should be able to generate a dashboard at a click of 
a button, and share it with anyone who uses that bot. 
That is what will drive digital transformation. 

We have introduced improved reporting and analytics 
by embedding an analytics platform into our solutions. 
Many enterprises are still downloading the data 
from automation into their own analytics tool but this 
introduces friction, time delay and costs. We believe that 
the future belongs to embedded analytics, and that its 
value will far outweigh that of the actual automation. 
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“Do I let it go? 
It is a complex field 
of questions on how 

to do production 
management in an 

automated environment. 
Only the business can 
really assess the right 

decision.”

But beyond that, at a more granular level, it also provides 
critical data on workforce management, much as you 
would for a human workforce. 

For example, bot runners (machines that run the 
bots) offer a detailed view of utilization. Workload 
management capacity is a key requirement for 
customers, and our platform provides transparency 
over the work outstanding and bot capacity. That 
means that customers can set up queues and prioritize 
these queues. So, you effectively have a digital pool of 
workforce and can determine when and where to deploy 
them.

In addition, the system logs all actions taken by bots into 
a detailed audit trail, so that you can go back to analyze 
an incident and find out where failure happened.

The operational dashboard includes alerting 
mechanisms: if a bot stops in a process, then the queue 
can be automatically stopped and the manager alerted 
as to what happened and why. Managers can then 
reassign the workload, just as they would with humans, 
by increasing the size of the pool order processing pool, 
for example, and reallocating bots that pool, if that is 
where help is needed.

The workload can therefore be managed by queues and 
on-demand changes made. Managers can also see the 
progress of a given workload – i.e., what percentage of 
the day’s work is done – at any given time, as well as 
how long it would take to process the rest of the activity. 
This granularity in oversight is key in meeting SLA 
targets, which are reflected in the dashboard. Managers 
can see the estimated time to finish and assign pools or 
move the digital workforce around to meet the SLAs.

At the operational level, it shares data such as which are 
the most valuable bots, i.e., the ones used and run most 
often; which bots are most likely to fail, for example 
because of poor exception-handling built in, or network 
connectivity issues; and the top reasons for failure, so 
that you can take corrective action, etc.

How do you provide confidence to managers who 
now find themselves managing a digital workforce 
alongside a human one? How can they be sure, at any 
given time, that bot work is actually being done?

Q

Our analytics cover two areas: first how well the bots 
themselves are working, i.e. operational analytics; but 
secondly, and more importantly, what the bots are 
working on, i.e. business analytics. The latter is where 
we see enormous value in future and that is also the 
real value of our platform, we believe: not just in tracking 
operational performance but also in tracking the data 
passing through the bots.

The ability to analyze data real-time reflects today’s 
best practices and customer expectations. If you order 
an Uber, you know exactly where the driver is at any 

given moment. Why should you not expect the same 
from your invoicing process? Surely, it’s reasonable to 
offer the business the same transparency to the status 
of an invoice? 

We’ve developed our dashboards on the basis of 
this expectation and need. The data is also provided 
visually, through infographics, and we are working on 
a mobile app that will be released in December that 
allows you to view these kinds of analytics on the go 
and share them with peers.

That’s an important question. As humans exit specific 
process work, supervisors are reliant on automation 
running correctly. If there’s a problem they need to 
decide: do I rerun the batch? Do I let it go? It is a 
complex field of questions on how to do production 
management in an automated environment. Only the 
business can really assess the right decision.

To assist these decisions, our platforms come with a 
built-in powerful operational dashboard. At the macro 
level it shares the number of bots, the dollar volume of 
the process, ROI, bot velocity – i.e., the time it takes to 
move from consideration into production, cost efficiency 
(by bot level and department level) etc.
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Subject matter experts and individual contributors are also 
going to be challenged through automated processing. Much 
of what was expected from them in the past will now be 
delivered via automated processing. To keep them engaged 
and committed it’s crucial to address the “what’s in it for me?” 
question. Getting this group on board will also help get their 
supervisors committed. 

The solution to this Stall Point is to communicate plans early 
and clearly, which goes some way towards alleviating the 
uncertainty around job elimination on the one hand and the 
continued ability to deliver with a digital workforce on the other. 

Without the “approval” of the teams impacted, automation 
will face an uphill battle so it is critical that time is invested 
in countering this anxiety. This should be a key feature of 
adoption management.

via our online marketplace of bots – Bot Store. It’s a 
powerful way to extend the functionality of our robotics 
platform and create more reusable components. It also 
addresses the need we recognize to support the trend 
towards a “bot economy.” 

In the bot economy, predefined pieces of automation 
code can easily be slotted into a program, much 
like LEGO™ blocks. Robotics experts will eventually 
leverage their expertise to build and offer their own 
pre-built configurations, which can be monetized. It’s 
a powerful way to speed up digital transformation 
even further, whereby processes will be bundled into 
portions of certain types of work. So, you can slot in 
a piece of pre-built automation to replace the most 
manual of activities. It opens up different opportunities 
to design your workforce.

How are you supporting customers in developing design 
authority? And what is your advice on building reusable 
blocks of automation?Q

Design is a blend of art and science. There is no 
perfect answer. But generally, our recommendation 
is that any reusable block of automation should not 
exceed five steps in a given process. Anything more 
than that becomes too complex to be redeployed.

In analyzing our customers’ bot production, we have 
seen that there are certain parts of the workflow 
that are automated again and again. In other words, 
businesses are automating the same processes, with 
the same steps. For example, the process of creating 
an invoice in SAP involves a few standard steps. To 
avoid customers having to start from scratch each time, 
we have packaged these commonly automated steps 
into reusable code, which we call a metabot. These 
metabots – there are 500+ – are freely accessible to 
all customers, as reusable chunks or process steps, 

Establishing an effective set of metrics to measure the total 
and true benefits of robotics is key to gaining support for 
expanding automation rollout. As a first step this requires a 
measure of baseline performance. This cannot be understated.

True yield is often underestimated in robotic automation, 
because its calculation requires far more than simple 
transaction- or volume-based measures. It is important 
to consider time studies in the equation (borrowed from 
manufacturing methodology) and to identify the areas that 
represent the biggest constraints within the system. These 
constraints can easily outweigh many of the benefits. 

A common mistake is to focus only on cost benefits resulting 
from a specific process “fix.” Certain values, however, like risk 
reduction or defect elimination, cannot be measured in the same 
way as cost productivity, so defining not just a broad range of 
measures but also the different methods of measurement is 
key. An effective solution is to implement these metrics within 
the COE. Each enterprise will have a different way of valuing 
these benefits, but it is crucial to get alignment on how these 
non-hard-dollar benefits will be valued.

A strong recommendation is to use Agile methodology. 
Integrate your measurements, both pre and post, into the 
sprints. This will make tracking overall costs and benefits 
easier as it offers absolute transparency and clarity over salary, 
wages and benefits of a specific service delivery teams’ costs. 
Building awareness around these considerations from the start 
helps clearly define returns further down the line.

Another solution is to ensure cost savings are actually 
realized by the business. Building this year’s automation 
“wins” into next year’s budget is an effective approach. 
Otherwise, hours returned to the business are too easily 
eaten up by new work, and automation’s true returns remain 
undervalued. In fact, the term “hours returned to the business” 
should become engrained in the vocabulary of the automation 
team. What the business decides to do with those hours is as 
varied as business itself, but the automation team must have 
unassailable measures of the key metrics.

Finally, in evaluating yield it is important to consider total 
accumulated benefits. While automation often generates 
value equivalent to its cost in a given year, the benefits accrue 
year over year and build continuously. Again, a factor that is 
often overlooked. 

5 UNDERESTIMATING THE TRUE BENEFITS OF AUTOMATION

continued from page 13
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As was mentioned earlier, this is a place for right relationship. 
As bot implementations tip over the 10-bot mark, internal 
audit will suddenly, and can quite literally overnight, develop 
a keen interest in the program. It’s not whether to engage 
audit, therefore, but when and how (see also audit’s role as 
a coalition partner, above). The moment automation scales 
up to touch mission-critical processes that directly impact 
control functions, the scrutiny of audit will be upon you 
and your program. It is a mistake, therefore, not to bring 
audit into discussions before this point. Not only will audit 
be interested in the specific automation used in a process, 
they will suddenly want to audit your whole program. That 
is where Design Authority, the COE, and Governance come 
in. Audit will quickly move from “tell me about this piece of 
automation” to “tell me how you manage automation overall.”

So, raise early awareness and ensure robotic automation is 
adequately documented. Documentation is key to gaining the 
confidence of audit. The audit trail needs to be accessible 
and bulletproof to survive scrutiny. This is most easily done 
if you are following audit’s recommendations from early 
involvement! The design of the automation needs to be 
documented, proof points clearly identified, and signoff 
transparent. The value of automation is that it eliminates the 
variability of the human element, so use that as an advantage 
to demonstrate the program’s value to audit. 

It’s also important to clearly document the segregation of 
duties and how users are provisioned in the management 
platform. If a human FTE who manages the run environment 
would not be granted configuration-build-test authority, then 
a robot should not have it, either. These are the fundamentals 
behind what can otherwise become a fatal Stall Point. It can 

take 12 months or more to satisfy audit if they just “discover” 
automation is being used in the course of a year-end audit.

An effective strategy is to invite a consult audit partner in to 
audit the automation program as it builds, kind of like a test 
external audit. This exercise proved enormously effective 
at Ascension, as Lee explained in the 2018 H1 report, and 
highlighted the true benefits of post-automated processes. 
Using a risk and control expert that is neither part of your 
internal nor external audit team can be very helpful. 

The cost of ignoring audit can be severe. Late in the 
day, for example, auditors could potentially tear apart the 
whole automation lifecycle process, questioning the very 
fundamentals of the automation configurations a program 
is built on. This is where a robust Design Authority will 
stand you in good stead. If you haven’t already set the 
groundwork by highlighting specific roles, approval points, 
and segregation of duties, this mistake can set your program 
back even further. 

The key is to develop process narratives and do a proper 
risk assessment against these narratives. In other words, 
figure out what could go wrong and plan for it by building 
automation that will pass an audit. Just assume your program, 
from stem to stern, will be audited as you seek to scale.

6 KEEPING AUDIT OUT OF THE LOOP

Think like an auditor. Yes, you 
have to do the right thing, but 

you also need to document it, and 
be able to prove it.”

While many initial proof of concepts or use cases are based on 
cost reductions and deliver results, this random “task harvesting” 
approach does not constitute a strategy. To move beyond an 
initial set of use cases and deliver strategic transformation 
requires long-term planning based on an automation strategy 
that accounts for digital labor and the deployment of a virtual 
workforce across functions, divisions, and regions. That is not 
to say that task harvesting should not be a feature of your 
program. Harvesting “hours returned to the business” can fund 
the development of more strategic automation.

Your strategy should define the vision for automation as well as 
future resource requirements (including IT and audit) and be 
clearly defined in a living document that evolves over time. It’s 
also key to have executive ownership to support the program, 
and that that executive has influence (and will wield it).

Lack of an automation strategy can also mean lack of future 
investment funding, which will stall a program that depends 
on additional resources in order to scale. There is a growing 
overhead component to enterprise automation in the COE, 
Design Authority and Governance, which needs to be 

funded. If the automation program is not on the enterprise 
priority list these crucial resources may be withheld. While a 
one-off fix is easily funded by a business budget, embracing 
robotics as a strategic platform for transformation requires 
significantly deeper pockets and broader scope, and needs to 
be enshrined in an enterprise strategy.

Most organizations don’t have automation strategies in 
place, although almost all operate with business and IT 
strategies. The lack of an automation strategy will become a 
real problem as you seek to scale. Without such a strategy, 
the robotics program will likely remain an “initiative,” stuck 
as a tactical solution. This is a Stall Point that many are 
now realizing. Automation can deliver amazing process 
transformation but like any good sharp tool you need to know 
where to cut.

Scaling robotics requires strategic leadership, yet few 
organizations today have a Head of Automation role in their 
org chart. Without this position it’s difficult to deliver an 
automation strategy, so the bigger wins around quality, speed, 
capacity, engagement, etc., may remain elusive.

7 LACK OF AN AUTOMATION STRATEGY
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Procurement often defaults to viewing RPA based on the 
initial business case – a natural enough approach. However, 
given automation’s greater impact on organizational 
effectiveness and transformation it is important to consider 
the platform’s performance at scale. In other words, consider 
its ability to do more than fix a process problem. For example, 
there is real value in analyzing and reporting on data flowing 
through the tools. There is also additional value, which 
should be recognized, in a reusable repository of configured 
objects that helps speed up development time for future 
automations.

The point is that automation should not be treated as standard 
IT procurement. Automation is first and foremost a business tool 
and should be evaluated as such. However, while a business can 
sign off on the initial proof of concept, a scaled implementation 
costs significantly more and involves Procurement. 

Instead of waiting for this stage, try bringing Procurement 
in at the beginning as a valued partner along the journey. 
Traditional Procurement business cases rely on a single 
holistic business case derived from defined use cases. 
Automation is fundamentally different. It can hypothetically 
have infinite value if the business is waiting with hundreds of 
use cases, each with a new and additive value.

This also means that Procurement needs to have a seat 
within the business so that it understands customer 
requirements and turns these into tangible business 
requirements. Thus, Procurement becomes a crucial bridge 
between the enterprise and providers to drive co-created 
business value. Once Procurement understands (and adopts) 
the expectations around improved accuracy, productivity 
gains, increased compliance, etc. that drive growth, it is also 
in a better position to guide automation investments.

8 PROCURING WITH A LIMITED VIEW

Change Management is consistently listed as a key factor 
determining the success or failure of a project. As automation 
is deployed across the organization, supporting the program 
through robust Change Management is critical. Apart from 
the IT angle there is also the bigger “adoption” angle that 
determines the success of robotics as a digital transformation 
driver. It entails both vertical and horizontal aspects. Horizontally, 
the challenge is to drive and support the adoption of automation 
across various far-flung geographic business units. As you go 
deeper into each automated process, however, there is also the 
vertical challenge of driving robotics deeper and leveraging it 
through additional intelligent automation levers. 

In this regard, Change Management is about more than 
managing the impact on people and process. It’s about planning 
in advance, offering a robust guiding strategy, and ensuring you 
have the efficiency in execution to back it up.

Diving more deeply here, Change Management is really about 
three kinds of change that need to be managed: people, 
systems and processes. Each of these three areas is sufficiently 
deep to warrant a separate white paper. Suffice to say that 
Change Management, or the lack thereof, can represent up 
to three distinct Stall Points. (See also: How to Guide Your 
Enterprise and Customers Through the Change Journey, by 
Scott Teeple, CTO, Agilify; page 17)

9 SUPPORTING ADOPTION THROUGH CHANGE MANAGEMENT 

continued on page 21
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Most enterprise transformation initiatives – be they 
automation driven or otherwise – fail on the basis of 
Change Management or lack thereof. Given the direct 
impact of robotic automation on the human workforce, 
or rather the work done by humans, managing change 
and limiting the negative fallout is all the more critical 
as automation scales up.

Change Management can be looked at in three 
ways: Organizational Change Management (OCM); 
Information Technology Change Management (ITCM); 
and Business Change Management (BCM). Managing 
and controlling the human aspect of robotics, therefore, 
is one of the most important change imperatives. 

In truth, automation’s success is more dependent on 
the people component than it is on the technology 
component. People and culture will have a larger 
impact on stopping your automation program or driving 
it forward. Your challenge, therefore, is to clearly 
communicate the objectives of automation, identify 
and equip advocates, and send these advocates out to 
engage with the workforce.

One of the factors that will weigh heavily on the success 
of this program is who drives the automation. It is an 
executive with influence? Or a mid-level manager 
trying to prove automation’s value to her executives 
while at the same time designing and driving the 
program itself. Whoever this program champion is, 
it’s their ownership of Change Management – and 
Organizational Change Management at that – that will 
determine a successful transition. This champion needs 
to understand the people and the culture, but also how 
to reach the people. If those impacted by robotics don’t 
actually understand it, how will they be able to find the 
opportunities to drive more automated work? Have 
you had an explicit conversation about the potential for 
job displacement? The champion needs to create an 
excitement around automation that “turns on light bulbs” 
and is infectious, and also have a clear ability to facilitate 
the shift from “strategy” to “tactical” that translates from 
goals to delivery. That excitement must extend to the 
end users in operations. Their support in adoption will 
be key.

The first determinant, therefore, is to identify what 
the automation is solving for: Cost? Quality? Control? 
Clarity around this objective will help to communicate 
the “why” of the program rollout and will overcome 
the objections based on cultural and generational 
resistance.

Overcoming cultural and generational resistance to 
adoption is a key objective of Change Management. 
The most effective way to do this is by addressing: 
the involvement component – i.e. engaging the teams 
impacted in the development phase to leverage 
their experience; the conversation component – i.e. 
addressing the fear of job displacement through face-
to-face discussion; and the self-worth component 
– i.e. recognizing supervisors’ idea of self-worth being 
traditionally based on the number of people they 
manage.
 
To encourage the adoption of automation, the 
next step is to tailor an Advocacy training program 
for individuals to act as “spotters” throughout the 
enterprise. These are the employees who will recognize 
automation opportunities and see the potential for 
solutions to solve real operations pain points. To be 
effective, they need to inherently understand the 
rationale of automation and how it impacts work and 
people across the business.

This Advocacy role leverages its influence through 
dialogue, communication and organizational dynamics 
(e.g., How do different individuals/generations 
come through the change curve?). They also need 
to recognize supervisors’ concerns around process 
transparency and control. Education and training will 
drive much of the organizational readiness but it needs 
to be supported by real-time data. Quality control charts, 
for example, replace a physical view of a given work or 
transaction load with a digital one. These charts track 
digital work volumes over time to confirm that the work 
is, in fact, being done within an acceptable range of 
standard deviation, and thereby reassures supervisors 
and managers. You can’t just go ask your digital labor 
if work is going ok today. That has to be designed in to 
both the technology and the process.

Advocacy workshops are the most effective means 
of converting an audience to robotic automation, 
whereby it’s important to focus on dialogue, not 
training; and to understand the demographics of a 
particular audience and tailor communications to that 
demographic. Audiences are receptive when they 
understand the “what’s in it for me” impact of change. 
Any communication that ignores this will not succeed.

Quite often, the main challenge is just getting the right 
people – subject matter experts or process owners – 
to show up. It’s a chicken-and-egg scenario whereby 
until they fully understand the impact of robotics key 

HOW TO GUIDE YOUR ENTERPRISE 
AND CUSTOMERS THROUGH THE 
CHANGE JOURNEY
Scott Teeple
CTO, Agilify
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Level 1
Awareness Focused

Level 2
Commitment Focused

Level 3
Proactivity Focused

Level 4
Business Focused

Level 5
Strategy Focused

People

(accountability, 
expectations)

• No understanding of the purpose for 
automation 

• Little or no cooperation with automation
• Fearing for their jobs

• Basic understanding of purpose of 
automation – nothing formal

• Some level of cooperation – no 
widespread buy-in

• Fear of job loss has mostly diminished
• Reactively filling pipeline

• Acknowledge that automation 
contributes to the success of business

• Actively looking at personal processes for 
automation potential

• Proactively filling pipeline
• Firm understanding that automation 

promotes the potential for new roles and 
responsibilities

• Associates consent fully to automation as 
a company standard

• Associates are performing new subjective 
business critical work that is not 
automatable

• Associate trained in spotting automation 
opportunities

• New jobs created focusing exclusively on 
business critical tasks – non automation

• Roles based automation – not task based 
automation – RADILO™

• Associates performing business analysis 
for automation

Processes

(training, 
methodologies, 
framework)

• No formalized processes for disseminating 
change information

• No defined intake process
• No method for measuring the success of 

this new change

• High-level mention of automation during 
onboarding

• Impacted business area(s) asked to 
report on processes with automation 
potential

• Associate Experience (AX) team engaged

• Workshop established for organizational-
wide automation awareness

• Continuous Improvement (CI) team 
begins ownership of pipeline

• Business Change Management (BCM) 
initiated

• Customer Experience (CX) team engaged

• Formalized program for automation 
awareness

• Kaizen intake process established
• Integrated project management for 

automation
• BCM fully implemented
• AX and CX teams reactively working 

together for program health

• OCM team established for continual 
automation support

• Enterprise performance metrics captured 
and reported on

• BCM Maturation
• AX & CX proactively working with OCM
• Total program yield defined

Functional 
Support

(IT, procurement, 
audit, compliance, 
security, etc.)

• Little awareness of business side 
involvement with automation

• Providing minimal support to business 
area – on demand

• Working on short-term business needs
• Establishing communication plan for 

support

• Working directly with business area(s) 
for:
• Business and IT Impact awareness
• Technical needs
• Audit/Compliance requirements

• Dedicated cross functional teams for 
enterprise-wide support

• Working on long-term business needs
• ITCM sits on BCM meetings
• Ensures program is running optimally 

against all regulatory requirements

• Members of functional support are 
represented on CoE board for strategic 
planning

• Automation COE (ACoE) governance 
members sit on functional board

• Joint solution design

Business 
Engagement

(leadership, business 
continuity, value)

• Automating processes without business 
prioritization

• No defined roadmap for program success
• Focused on proof of program

• Tactical approach to managing 
automation

• Short-term roadmap created
• Focus on ROI to pay for automation 

program

• Pipeline approach to managing 
automation

• Meeting short-term automation goals
• Leadership currently only focused on ROI 

for prioritization

• Backlog established
• Long-Term roadmap created
• Business Continuity Plan (BCP) 

established
• Leadership establishes CoE for 

automation
• Leadership actively reviewing automation 

needs aside from ROI

• Mature CoE with executive sponsorship
• Engaged in strategic roadmap
• Priority levels established and engaged
• Focused on total automation program 

yield

Culture

(communication, 
immersion)

• Little or no communication of automation 
within the organization

• Automation program is only considered 
temporary

• No Program Champion

• Only impacted business area(s) informed 
of automation

• Communication of automation program 
longevity announced only currently 
engaged business area

• Automation awareness short-term 
campaign begins with CX and AX

• Communication of automation program 
longevity announced organizationally

• Automation awareness becomes part of 
onboarding

• Program Champion established
• Automation long-term awareness 

marketing established on all digital and 
social media platforms

• Automation found in business goals

• Desired elements of the culture are 
identified, ingrained and sustainable

• Ability to adapt to changing business 
needs

• Automation established in enterprise 
strategy goal

Organizational Automation Adoption
Maturity Matrix

stakeholders won’t prioritize getting started and will, 
instead, make up facts to fill the void of uncertainty. They 
won’t understand the impact, until they take the time to 
sit down for a meeting. The most fruitful recipients of 
these messages will be those who are already ambitious 
about finding solutions to improve performance and 
who are out there looking for opportunities themselves. 
These early adopters, which you generally find at the 
uptick of a bell curve, are crucial to getting the adoptions 
you need to scale your program.

A number of questions will naturally arise: How does 
an organization know what processes are being 
automated? How do those indirectly impacted ask 
questions or get information about the automation? 
And do they get approval rights? Identifying a Business 
Change Management (BCM) program that handles 
communication cross-departmentally is critical. To 
continue to assist with the adoption of automation, it 
is imperative to have a Business Change Management 
Coordinator. This function is critical in order to 
communicate to all impacted by the automation. 

When a program is just getting started the focus is 
generally only on those directly impacted by the process 
being automated. But what about those that are 
“upstream” or “downstream” to the automation? All of 
these need to be addressed by the Coordinator’s role. 

When a process has been identified as a potential 
automation, it is recommended that all functional 
areas get to review the suggested change prior to 
development. This will allow all functions to prepare 

for, or raise concerns around the features of the 
automation. Once the automation has been developed, 
it is again recommended that the automation be passed 
through the change review team to ensure all those 
impacted are ready for deployment. 
Over the past several years, we have seen that most 
automation programs are focused only on the internal 
dynamics of automation, and developing a COE. 
Organizational Change Management focuses on the 
enterprise, and how to leverage the automation program. 

Does your IT organization have an IT Change 
Management (ITCM) process? And does your automation 
COE have a seat at the table for those meetings? 
This is another area where we see issues arise if the 
automation program is not aligned with ITCM. Changes to 
systems occur every day to enhance or impact business 
processes. The question to ask is whether those IT 
changes will impact existing automation? 

We have witnessed several situations where changes 
were not communicated by IT because there were no 
physical screen changes. So, it was felt, there was no 
reason to communicate to the business. However, with 
automation not just dependent on the physical screen, 
these changes broke several processes. 

Having clear communication and cross-representation 
in both the ITCM and BCM process is critical. This 
is another area where the BCM coordinator is 
critical to ensure that your IT and Digital Workforce 
Managements teams are working together. (See also: 
Organizational Automation Adoption Maturity Matrix)
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A common mistake is for automation products to fall under 
the IT umbrella and its acquisition to therefore be monitored 
through the lens of traditional IT procurement. That means, 
first, the disadvantages of traditional Waterfall methodologies 
in scoping the investment; but also, that traditional IT thinking 
dictates the program.

Because automation is first and foremost a business 
tool, automation must be recognized as digital labor that 
is managed by the business – not a piece of software 
implemented by IT. That’s not to say that IT should not 
be involved (see also IT as a coalition partner, above). It 
absolutely has a role to play, particularly in provisioning 
infrastructure, monitoring hardware and core systems, and 
identity management. This Stall Point is another example of 

right relationship. Failing to establish the right role for IT can 
– and has – shut programs down.

Security provisioning is especially important. The fact that 
the target applications that automation works with are often 
in the hands of the business can make IT extremely nervous. 
Again, where IT is circumvented it is only a matter of time 
until the program stalls during attempts to scale it up. It’s 
important to recognize that this is not about keeping IT at 
arm’s length, however. It’s about understanding the difference 
in deploying a digital workforce – and the provisioning that 
goes hand-in-hand with that. IT is responsible for systems 
security and access provisioning. Without productive dialog 
and early involvement, this simple resource can kill a program.

10 AUTOMATION AS AN IT INVESTMENT

While many organizations plan for IT Change Management, 
process Change Management is quite different. As you 
scale up robotics, it fundamentally changes the way work 
is done. These process changes require business authority 
and automation to work hand in hand. In order for this to 
be effective, business change needs to be communication 
down the line properly, and automation changes need to 
be aligned with business policy. Automation can be broken 
just as easily by people changing the way they perform a 
process and by a system upgrade in an application used in 
an automation. Process Change Management or Business 

Change Management (BCM) is a new skill for most. It is not 
possible for your digital labor to sit around a table and say, 
“If you change that, I am going to break.” This Stall Point is 
particularly crucial. Developing BCM is not a rapid process 
and includes a new group of stakeholders.

Automation is not a step around process change but a part 
of it. To avoid creating a Stall Point, you need to drive process 
integrity from top to bottom, incorporating business decisions, 
process change, people behavior change, and automation 
change. 

11 NEGLECTING “PROCESS” CHANGE MANAGEMENT

continued from page 18

Organizations are often taken aback by the sudden flagging 
of security concerns as they move from a pilot to a scaled 
implementation. What emerges quickly is that many of 
robotics’ existing security specifications are not deemed 
acceptable at enterprise level. The key is to bake enterprise-
level controls and security into the robotics platform so that 
IT and audit are satisfied on all counts. As your robotics 
implementation scales it touches mission-critical financial, 
payroll, and invoicing information. Any human FTE touching 
these processes would be required to have extremely 
secure credentials, and so it is with bots. The data must be 
protected in motion, rest, and in memory, throughout the 
entire cycle.

Robotics programs also need to be GDPR compliant and 
therefore not keep track of data that is required to be 

deleted under the “right to be forgotten” clause. The key is to 
develop granular, role-based access control frameworks and 
have these guide security decisions. This needs to be built 
into Design Authority and the COE.

Similarly, and as already mentioned, it is important to separate 
the roles of those developing the bots and those running 
them, as different security privileges apply. This is most 
easily done via a bot development lifecycle methodology that 
clearly lists the separation between development, testing, and 
production environments. 

Secure operation requirements extend to bots operating 
in “silent mode” where the work is done invisibly in the 
background. It’s important to ensure that this work is tamper-
resistant and that humans cannot interfere.

12 SECURITY CONCERNS
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How do you stop the costs of the program spiraling out of 
control? While a proof of concept for a simple use case is 
generally not that expensive, scaling robotics is a different 
animal altogether. The key here is to demonstrate total 
program yield against the cost of deployment. Organizations 
still operating via a traditional Waterfall methodology 
will find themselves easily stalled by the multiple, time-
consuming, and tedious steps involved. In contrast, the 
Agile methodology links ROI to every enhancement based 
on a pre-and post-implementation time-and-motion study 
measure. In other words, every enhancement has a clear 
metric on hours returned to the business.

The value of an Agile approach becomes clearer as the 
pressure to accelerate increases. Quantifying the cost of 
building a bot is a challenge as the enterprise demands 
faster and cheaper implementations. The Agile approach 
includes users and subject matter experts in the build 
process, and considers how people really work, not how we 
think people work. As a result, costs are measured correctly, 
and, more importantly, it is easier to predict the cost of future 
implementations.

13 TRACKING TRUE METRICS FOR COST CONTROL

CONCLUSION
If you are currently beginning your intelligent automation journey, you are joining the significant majority of 
organizations just beginning to outline a roadmap and construct an automation plan. Plenty of early use cases and 
pilots completed in the Shared Services sector have demonstrated the technology is sound and here to stay.
 
Now, there is simply no time to delay.
 
The benefit for you, as you launch your IA program, is that is that you are able to learn from the mistakes of those 
that have gone ahead. By and large, these ‘mistakes’ translate into ‘lack of foresight’. For what we have seen in 
the past few years is that although IA is a business solution, the business should not go it alone. Sooner rather 
than later it will be necessary to engage key stakeholders such as IT and audit, as both groups will need to be 
comfortable with the increased incursion of process automation into the enterprise.
 
This is particularly pressing as the success of early projects will inevitably lead to a demand to scale these wins – 
which is the point at which some of the early pioneers ran into trouble.
 
For anyone going down this path today, it is crucial that the capability being developed will not only serve as a short-
term solution but incorporate how to scale IA’s power enterprise wide.  This report summarizes some of the most 
pressing issues to take into account when launching an IA program with a view to being able to scale the solution. 
These include:
 
	the role of IT
	the importance of audit
	setting procurement up to help
	change management
	measuring value and yield, and
	the new skillsets required.
 
By highlighting how to tackle each of the factors listed above, the authors have created a playbook for organizations 
embarking on their intelligent automation journey. These lessons serve to ensure that those currently designing an 
IA program are able to scale quickly, with the greatest returns, and alleviating some of the barriers along the way.
 
For comments, please email SSON’s editor: Barbara.Hodge@ssonetwork.com
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The Shared Services & Outsourcing Network (SSON) is the largest and most established community of shared services and 
outsourcing professionals in the world, with over 120,000 members.

Established in 1999, SSON recognized the revolution in support services as it was happening, and realized that a forum was needed 
through which practitioners could connect with each other on a regional and global basis.

SSON is a one-stop shop for shared services professionals, offering industry-leading events, training, reports, surveys, interviews, white 
papers, videos, editorial, infographics, and more.

www.ssonetwork.com

ABOUT THE SHARED SERVICES & 
OUTSOURCING NETWORK (SSON)

SSON Analytics is the global data analytics centre of the Shared Services & Outsourcing Network (SSON), the world’s largest community 
of shared services, outsourcing and transformation professionals. 

SSON Analytics offers visual data insights that are simple, accurate, and digestible to the global shared services and outsourcing community.

Thousands of global business services and outsourcing professionals use our data to understand the shared services landscape in their 
region through a variety of interactive data tools, analytics reports and customised data insights.

www.sson-analytics.com

ABOUT SSON ANALYTICS

ISG (Information Services Group) (NASDAQ: III) is a leading global technology research and advisory firm. A trusted business partner 
to more than 700 clients, including 75 of the top 100 enterprises in the world, ISG is committed to helping corporations, public sector 
organizations, and service and technology providers achieve operational excellence and faster growth. The firm specializes in digital 
transformation services, including automation, cloud and data analytics; sourcing advisory; managed governance and risk services; network 
carrier services; technology strategy and operations design; change management; market intelligence and technology research and analysis. 
Founded in 2006, and based in Stamford, Conn., ISG employs more than 1,300 professionals operating in more than 20 countries—a global 
team known for its innovative thinking, market influence, deep industry and technology expertise, and world-class research and analytical 
capabilities based on the industry’s most comprehensive marketplace data. 

www.isg-one.com

ABOUT ISG 
(INFORMATION SERVICES GROUP)

Agilify is North America’s leading intelligent automation practitioner, providing automation advisory, technology, and training services that 
improve business processes. Having led transformations in finance, human resources, and supply chain, the Agilify team serves global business 
service organizations across all industry verticals. Agilify’s digital workforce solutions provides the knowledge and know-how to help customers 
embrace automation technologies and lay the foundation for their automation program success. Agilify is the guide that many of the world’s 
most respected companies have selected to lead them through this new era workforce transformation, one that seeks to fulfill the true 
potential of a combined human and digital workforce.

www.agilifyautomation.com

ABOUT AGILIFY

Automation Anywhere is the global leader in delivering the most advanced, enterprise-grade, cognitive Robotic Process Automation 
(RPA) platform capable of automating any business process. The platform enables enterprises throughout the world to create digital 
workforces that manage and scale business processes faster, with near-zero error rates, while dramatically reducing operational costs. We 
believe that people who have more time to create, think, and discover build great companies. It’s why we’ve dedicated more than a decade to 
providing the world’s best RPA technology to leading financial services, BPO, healthcare, technology, and insurance companies—to name a 
few—across more than 90 countries.

www.automationanywhere.com

ABOUT AUTOMATION ANYWHERE
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