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FOREWORD 

 

As Tony says, “getting started with introducing new technology 
like RPA means winning the hearts and minds of key stakeholders 
and their teams.” The most exciting moment in any RPA project 
is when you see the wide-eyed shock on a team member’s face 
when they realise that they will never have to do that boring, 

mundane and repetitive task that has been part of their job for the 
past X years. 

 

Tony’s book is a bit like that; easily read, articulate and 
compelling. The AEIO YOU approach is nicely laid out and 

follows a logical sequence. Plus the interviews with leaders in the 
market add insights normally missing from this type of 

publication.  

 

I’ve been saying for years that RPA is not rocket science (well, 
we actually work for NASA, so that bit is). What execs, team 

leaders and team members get from this book is clear instruction 
set on where to start, the right questions to ask, the community of 

the willing you need to build to capitalise on this amazing 
technology.  
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“Business is going to change more in the next five years than it 
has in the last twenty” (an adaptation of the first line of Bill 
Gate’s book, Business @ the speed of thought) 

Tony Walker 
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This book is dedicated to: 

Mom “the maths teacher”, Dad “the economist”, little sis “the creative”, 
baby sis “the adventurer” 

 



7 

 

Table of Contents 
 
Is this book for you? 10 
What is the book about? 11 
IN THIS BOOK YOU WILL LEARN: 13 
A: AWARE & ALIGN 15 
Step 1 Understand the technology. 16 
Are you an Early adopter? 18 
What Centre of Excellence Team? 20 
RPA: RP what? RP who? RP ay? 21 
2 Know the Myths, Challenges and Benefits 25 
3 Understand the Market 43 
GUEST: SoftBot, New to the race 45 
GUEST: Tabscanner 49 
GUEST: Edge Tech 52 
4 Choose the Right Solution 54 
5 The Evangelist 57 
6 Run a Pilot: POC or POV 61 
Lots of ideas …in different directions 64 
7 Centre(s) of Excellence 67 
GUEST: Solutions Architect 80 
Are you Aligned? 86 
E: EDUCATE & EMPOWER 88 
The most valuable resource of a business will always be its 
people 

89 

8 Bring in the Experts 90 
GUEST: Broadgate Consultancy 91 
9 Involvement breeds commitment 94 
10 Valuable assets 97 
Are they educated? 99 
Scout culture 100 
11 Upskill 103 
Do they feel empowered? 105 
I: INSPECT & IDEATE 105 
12 EAR (Enterprise Automation Road Map) 114 
Identify and Assess 117 
13 Define and Measure 118 
14 RPA suitability 119 
15 Focus with the 80:20 rule 120 



8 
 

16 Process complexity 121 
17 Prioritise 123 
18 Zoom in further: 124 
Inspect: Have you identified and prioritised opportunities? 131 
Solution design is like herding cats 132 
19 Root cause workshop 134 
20 Solution design workshop 136 
Ideate: Have your solutions involved all the right people? 137 
Stakeholder management 138 
O: OPTIMISE 140 
21 Lean Thinking in Solution Design 140 
As Is/To Be 152 
Are your processes lean? 154 
Roll out your automation solution 155 
22 Business Cases: Cost, Benefits, and Sign Off 156 
23 Process Definition Document (PDD) 161 
24 Solution Design Document 166 
25 Best practices and standards 168 
26 Data preparation and test cases 173 
27 Testing: user acceptance testing, debug, sign off 174 
28 From live testing to support BAU 177 
29 Launch 178 
30 Reflect on your achievements 178 
31 Scaling up: RPA factory (repeatable) 179 
GUEST: RPA public speaker and author 181 
Continuous Improvement 185 
YOU 186 
Y: YIELD 187 
32 Realising the benefits 188 
Are you getting value? 193 
O: ORGANISE & OVERSEE 193 
33 Maintain your benefits 199 
34 Managing changes 205 
Are you in control? 206 
35 Circle back to the beginning: AWARENESS & 
EDUCATION. 

207 

U: UNCOVER, UPGRADE & UPSKILL 207 
The 36th Step: 207 
GUEST: Head of Automation and AI 208 
Intelligent Automation, Analytics, and more 211 
Artificial Intelligence 217 



9 

GUEST: Artificial Solutions 222 
Cloud Computing 227 
Super-charge your bots to do more 229 
Have you identified ways to enhance your bots to gain more 
benefits? 

231 

GUEST: Operations Director 232 
The 36 steps of the AEIO YOU method 235 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



10 
 

Is this book for you? 
Have you just started using Robotic Process Automation (RPA), 
are you looking to start up an automation Centre of Excellence 
(CoE) team in your company to leverage RPA and start building 
automation solutions, or perhaps you want your new CoE to 
mature and grow? 

This book is for Head of Automation or Digital 
Transformation, RPA Managers and Change Management 
who have or are soon to bring automation into their 
organization and looking to set up a CoE. 

Whether your current automation team is 2 or 20, understand the 
roles and responsibilities and set up of a good team. Identify 
which roles you may be missing, and what scalable framework 
your team can work to, in order to build an automation factory 
you can be proud of, which churns out solutions on demand. Also 
understand the behind the scene roles and considerations when it 
comes to maintaining your bots, things not mentioned as much in 
the media. Use this book as a guide to ensure you’re using the 
AEIO YOU method 

This book is for RPA Project Managers and Business Analysts 
who work in a CoE or Operational Excellence (OpEx) team 
and are responsible for delivering automation but are new to 
RPA.  

Are your automation projects stalling or losing traction, or do 
you want to generate more opportunities and fill your pipeline? 
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Whether you’ve only just heard of robotic process automation 
yesterday, been doing it for a few months or a couple years, its 
very valuable to understand the entire lifecycle from identifying 
the problem, to designing, building and testing the solution, and 
supporting the new capability. With this knowledge you will be 
able to design and build much more robust ‘robots’ and intelligent 
automation solutions, and be able to boast much higher ROIs on 
your business cases. You’ll be responsible for delivering much 
more benefits to your organizations or clients. Furthermore, you’ll 
see how you can apply these same techniques and steps to 
implement advanced technologies like Artificial Intelligence. Use 
this book to check off each of the 36 steps of the AEIO YOU 
method 

This book is also for COOs, CIOs and Operations Directors 
and RPA sponsors who want a comprehensive view of how 
RPA/automation is implemented  

Read industry best practices and insights, to get high level steps 
on how to best implement Intelligent Automation. This with 
improve your awareness on what’s been happening in the industry 
and what may be to come in the near future. This will help you 
understand the dos, don’t, myths, challenges and benefits of 
automating your business processes, and give you a picture of 
what your team are doing …or should be doing. So, you can pass 
this book to them to ensure they are adopting the AEIO YOU 
method 

What is the book about? 
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This book takes you through Lean IA’s methodology which is a 
blend of best practices in RPA, change management and lean 
thinking.  

This 36 step AEIO YOU method was created by Tony Walker to 
guide automation teams around the world though the lifecycle of 
implementing new process automation technologies in the new 
fast paced world of digital transformation in a way that scales 

Together we will walk along the digital transformation journey of 
implementing new automation technology, by going through the 
entire RPA   lifecycle from idea to implementation to scalable 
intelligent automation, whilst we collect the insights and 
experiences of industry experts along the way. As we go further 
along this road we gradually get deeper into the RPA world.  

You will notice that the AEIO YOU method used to bring RPA 
into your company can also be used for introducing any new 
technology, so we explore at the end how you can repeat these 
steps to bring Artificial intelligence into the fabric of your 
organization’s business processes and teams 
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The underlying approach of AEIO YOU is to ensure you’re 
applying Intelligent Automation to lean (aka streamlined and 
optimised) business processes. Using lean thinking you can 
achieve a much higher ROI from your new technology than if you 
were to have just automated bad processes. Remember the old 
adage, GIGO (Garbage in, garbage out) 

Though we will cover technical features and capabilities, this is a 
non-technical, business focused view of RPA and intelligent 
automation – looking at how your business can achieve things 
which have never before been possible with such ease, and how 
you can now explore avenues which previously would have been 
perceived as out of reach or unviable.  

Intelligent Automation can enable a small company to make 
big moves like a large corporation, as they can service much 
higher numbers of customers, at greater speed, through various 
avenues in a much more affordable way, and without a drop in 
quality or customer experience.  

Intelligent Automation allows large corporations to become 
more agile like a startup, as they will have a more flexible 
workforce which can be scaled up or down in minutes to meet 
demands. Their company will not feel as large as they will have 
insights and actionable information at their fingertips on what is 
happening throughout your entire organization without a 
slowdown from over cumbersome bureaucracy, and have a much 
more interconnected workforce, removing many silos that often 
stifle innovation and agility  

IN THIS BOOK YOU WILL LEARN: 

• The biggest mistakes and challenges most companies make 
and how to avoid them 

• What is happening in the automation industry from 
perspectives of various industry business leaders, and a look at 
where it is heading 

• How best to manage change through getting buy in from the 
top down, staying visible and keeping up momentum 
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• How companies late to the automation party or those 
struggling with scaling can accelerate their digital 
transformation past their competition 

• A framework with tools, techniques and templates to build 
your ‘RPA factory’ 

• How to get the most out of intelligent automation solutions, 
and how to repeat the 36 steps in the AEIO YOU method to 
discover and apply new intelligent technologies like AI 

• At the end of the book is a glossary of TLAs and other 
industry acronyms and terms 

 

IN EACH CHAPTER: We go step by step through AEIO YOU 
to ensure that you 

1. Get the most out of this new and fast evolving technology 
which will make your teams and your business more efficient, 
allow you to move with agility like a startup and make big 
moves like a global corporation 

2. I invite friends, and industry experts to share their experiences 
and insights, and share my own experiences 

3.  At the end of each chapter there are questions to ask yourself 
if you and your team have achieved each stage 
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A: Aware & Align 

As new technologies and vendors enter the Intelligent Automation 
marketplace, it is important that you and your core team understand 
the differences in capability and the way  each one can meet your 
business’s unique needs 

Once you understand the art of the possible, and that previously 
impossible avenues and new revenue streams are now open, you can 
renew your vision. Never has there been a better time to remove the 
silos in your organization and align departments and functions.  

In the future, efficient organizations will be like living organisms, 
where data, information and resources flow freely and are shared 
without waste or unnecessary duplication – a single entity with 
symbiotic sub-systems, so it can grow, develop and respond quickly, 
fully aware of its surroundings.  

Back in the post-automation age, data moved (or didn’t) between 
business departments weighted by bureaucracy and politics. Start-up 
teams operated more fluidly and were much more agile. They could 
get to market quickly and adapt at light speed, leaving large slow 
corporations behind . Now, data can be exchanged at light speed and 
in the background, so corporations must align to achieve full digital 
transformation, otherwise they will be left behind or miss 
opportunities, like the HMVs vs Spotify, Blockbuster vs Netflix 
(2013) and Kodak vs Instagram.  

Remember that technology levels the playing field. For years it’s 
been cheaper and easier to start a global company than a local one, 
and it can reach millions of people for free. Workforces can be 
scaled up (or down) in no time, and accurate information is available 
in seconds without teams of analysts and experienced professionals 
needed in the past. With the right technology a small company can 
start tomorrow, take on a goliath business and win. 
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Intelligent Automation offers an exciting world of immense 
possibilities. We’ll explore the various solutions available today and 
see how they can be applied in specific cases —cases that go beyond 
proof of concept . 

The tech is amazing.  

So why do companies struggle with it?  

You’ve probably heard: “50% of all RPA and AI  projects fail” and 
“Only 1% of businesses have successfully scaled their RPA or 
AI”…but if you’ve experienced the many angles of RPA and witnessed 
the many different industries that I have, you would know why.  

So let’s walk through the AEIO YOU step by step 

 

 

 

 

 

Step 1 Understand the technology.  
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If artificial intelligence and machine learning are the brains of 
automation, then RPA (Robotic Process Automation) is the arms and 

legs 

 

Thanks to Google ’s automation we no longer need to endlessly 
search through webpages and books. We can make contactless 
automated cash payment. Uber and Deliveroo have automated 
transport and delivery (sort of). Because these manual tasks have 
been removed from our lives, we can get things so much faster 
compared to 20 years ago. 

In business RPA can remove technical roadblocks and mundane 
time-consuming tasks. It can fix the inefficient workflows required 
by rigid legacy systems— data migration, filling forms, ‘copy & 
pasting’ data between systems, and other menial tasks. 

Automating tasks makes teams more productive. Staff can achieve 
targets and meet deadlines faster, freeing them up to focus on more 
interesting, creative, and value-adding work. 

Fewer late nights can make teams happier, providing a better work-
life balance, and heightened job satisfaction. 
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The business is happy because it can grow faster and create an 
enhanced customer experience. 

RPA is software that is giving businesses massive power to better 
manage their workflows by developing faster, more efficient and 
accurate, teams. Early adopters to this technology are strengthening 
their competitive edge as it enables their business to run more cost 
effectively and greatly enhance services to customer. Now 
businesses can automate their processes in a matter of weeks or 
months, using existing systems, which is so much faster than 
cumbersome IT change that can take years 

Are you an Early adopter? 
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This adoption curve (a.k.a. the Rogers’ bell curve) shows the general 
distribution of when people and businesses start to adopt a new 
technology. Change and the unknown is scary to humans, and so 
when something is brand new, be that a new technology or a new 
way of doing something, understandably very few people or 
businesses want to be the first to trial it.  

The Innovators are the brave first few. They are the creators and 
probably those in the inner circle, or close enough to the new 
technology to appreciate it. They may be more educated in the new 
concept than the rest of the people. Generally, they are pioneering-
risk takers with a passion for exploration 

The Early Adopters are courageous and daring with a great eye for 
spotting the beginning of a winning trend. They are keen to stay on 
the cutting edge so they know when a new approach is starting to 
gain traction and they can capitalize on the potential upswing. 

The Early Majority is pretty much everyone else who can really 
benefit from the new idea, the rest of the target market. They still 
can get an advantage over the remaining 50% of the population who 
have yet to discover it 

The Late Majority are slow behemoth organizations that only move 
because their institutional investors are peering intently over their 
shoulder. By this time, they feel more at risk not to be involved, as 
they may get left behind, or may already be behind. Or perhaps they 
are smaller companies with not enough resources to research market 
changes and may have only caught wind of the new technology from 
observing a competitor. 

The Laggards are frankly the old-fashioned, stuck-in-their-ways 
companies, who refuse to move, they believe their old way will 
prevail. Think Blockbuster. 
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So, if your company has started investing in robotic process 
automation technology, this is great news! Your company can see 
the massive potential of this competitive advantage. As of this 
publication (2019) you’re probably at the latter end of the Early 
Majority phase. If you’re also leveraging Artificial intelligence (such 
as Intelligent Character Recognition, Machine Learning or 
Intelligent Chatbots), then you’re certainly in the Early Adopter 
camp, as your competitors will probably give it another 6–18 months 
to make this step. 

By now I hope you’ve released a proof of concept (POC) and are 
setting up your Centre of Excellence (CoE) team to start compiling 
an automation catalogue of suitable processes ready to be prioritised.  

Then you’ll be able to add this into an Enterprise Automation 
Roadmap, giving your business a clear direction on what areas of 
your business you need to focus on and when. 

 

What Centre of Excellence Team? 
But maybe you’re sitting there thinking ‘What automation 
catalogue? What Centre of Excellence team?’ If so, you’re way 
behind many of your competitors. It’s a sobering thought – 
especially if you’re in manufacturing, banking, insurance, healthcare 
or utilities. You’re even further behind if your company has lots of 
manually intensive processes, with a business model that is no 
longer scalable. Tell-tale signs are high attrition rates, highly 
frustrated employees, poor customer service, or large backlogs of 
back-office work which may be why you’re hemorrhaging clients 
and money. 

If you’re in a company that isn’t very far down the RPA road, and 
you’re seeing these tell-tale signs, you most definitely have an 
excellent opportunity. Bringing RPA to your organisation will make 
a significant impact on your business’s digital transformation when 
done properly. 
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RPA is still met with massive resistance and confusion, and it is 
surrounded by a lot of myths. Unfortunately, many companies have 
invested in RPA but their teams have only worked on proofs of 
concept, and now the rest of organization is trying to work out how 
to fit RPA into the overall strategy. This situation really is a messy 
gold rush with business leaders running around trying to make sense 
of it all. They all know RPA saves money, but few if any of them 
know how to make that happen. Only the savviest of companies and 
their rare-as-gold-dust RPA analysts are implementing RPA 
successfully and quickly increasing the gap between them and their 
competition. 

If it’s down to you to develop that overall strategy and own the 
enterprise automation roadmap, let’s get you up to speed with the 
fundamentals:  

RPA: RP what? RP who? RP ay? 
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Robotic process automation (RPA) is a software platform that can 
mimic a human’s keystrokes and clicks on a computer screen. RPA 
works for almost any monotonous task your team does on their 
computer, for example, it could copy and paste information from one 
application to another. RPA allows companies to quickly develop 
‘robots’ (bots) with minimal or no code.  

Think of RPA bots as fast and accurate digital workers. They interact 
with the graphical user interface (GUI) of your company’s legacy 
systems just as a human would. If the data inputs are standardized, 
these bots can follow any computer-based workflow that has pre-
defined steps and rules-based decision points. If you can logically 
map out the process in a flowchart, then the bot can follow it. Think 
of it as an Excel macro on steroids. In fact, some of the underlying 
technology, such as screen-scraping and automated workflows, has 
been around for decades.  

There is something that the bot can’t do –  understand unstructured 
data inputs like a free-text emails or comments. For those, you’ll 
need to plug in some Machine Learning capabilities. Nor can the bot 
make subjective decisions because they require human intuition (not 
even AI has reached this level in a general sense). Your bots can 
either work alongside your team as virtual assistants to enhance 
productivity, accuracy and speed, or they can work in the 
background as an additional workforce which you can increase or 
decrease to match demand. 

You can use these 8 characteristics of processes to find suitable tasks 
for automation: 

1. The process doesn’t require human intuition. Bots are ideal for 
those mind-numbing processes which don’t require much 
thought.  

E.g., Copy/pasting, filling in forms, checking data, and so on. 

2. You want a stable process that doesn’t change much for 
different situations and has minimal exceptions. The process is 
one that is carried out exactly the same for almost every case, or 
there are only a handful of ways to handle a case.  
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E.g., Processing a payment or on-boarding a client  

3. The process should be rules based, where any decision is 
logical: “If THIS then do THAT, ELSE do SOMETHING 
ELSE”.  

E.g., If MARRIED send form A, else if SINGLE send form B  

4.  To get the most value for your efforts the process should have a 
high volume of cases passing through it.  

E.g., Transactions that require huge teams of people 

5. The process needs to be digital end-to-end as the bots only exist 
on the computer.  

E.g., If the process also requires scanning paper or picking 
up the phone, the bot can do part of it, but a human has to 
intervene in order to complete it 

6. The easiest processes to automate are those which are manual 
and repetitive. Human brains aren’t as good with mundane 
processes as we tend to make mistakes. 

7. No pending changes in the next 3 – 6 month on either the 
process or the underlying systems. Otherwise the automated 
process will need to be designed before any benefits are realised 

8. The process must have standardised input data.  

E.g,. Information from a drop-down menu or a selector 
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Here’s the difference between standard and non-standard data, 
which will demonstrate why the bot will not understand free text 
without any intelligence 

 

Because the bot will not understand free text without any 
intelligence it’s important to know the difference. On the left are 
standard data inputs: where a person is from and their date of 
departure. On the right are non-standard inputs, or free text, for the 
same information. If the input fields allowed free text, the ways 
people can enter the same information could vary greatly. 
Unstructured data would be impossible for an RPA bot to process as 
it would need to be programmed to look for a plethora of different 
possible answers and would need to understand spelling mistakes 
too. 

The early adopters of RPA were companies in manufacturing, 
banking, insurance, law, utilities and healthcare. A key reason RPA 
was created was that companies’ realization that a fast and complete 
overhaul of their old systems was just too expensive and 
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cumbersome. The realization started as a domino effect. Customers 
demanded faster, cheaper services, so IT departments became 
overwhelmed trying to address all the shortfalls in the required 
timeframe. Then companies rapidly became more technology hungry 
to keep up with customers’ demands. To make matters worse, 
technology grads had learned new systems and new programming 
languages, so the resource pool of people who could modify legacy 
systems was drying up. Another important reason for RPA was the 
decline in labour arbitrage, a method in which companies outsource 
work to offshore staff as a way to keep up with demand because staff 
costs were cheaper overseas.  

So, RPA put the power of automation into the hands of the business 
units, so they could optimise their teams, make big savings, and 
increase their speed and scalability. As a result, companies had more 
opportunities to provide more convenient and accurate services, 
improving the customer experience. 

Nowadays RPA is so much more as it continues to advance and 
encompass more intelligent capabilities. With low- or even no-code, 
users can drag-and-drop functionality into a workflow and 
immediately make big changes in their teams  

…But wait, let’s take a look at the pitfalls and consequences of a 
lack of control, if RPA were democratized freely.   

 

2 Know the Myths, Challenges and Benefits 
“A myth is a way of making sense in a senseless world” – Rollo May 
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Whilst networking with business leaders and analysts in the RPA 
industry in London and engaging with those from India, Europe and 
the US, I heard the same questions and concerns again and again. In 
my investigation over the last few years on and offline there have 
been several themes for why businesses have been struggling, and 
the same misconceptions and messages have been circulating. 

Let’s debunk some of the key myths still in circulation which are the 
cause of much hesitation and resistance in many organisations. 

Myths 

• We need an army of bots. 

People thought that although automation technology was a 
lower-cost alternative to hiring a large workforce or upgrading a 
company’s software, it was only available to the big corporations 
with deep pockets. Yes, there are infrastructure costs, and experts 
must be hired to get things going. However, when you buying 
licenses from RPA vendors you don't need to buy hundreds of 
bots for it to be worthwhile. In fact, it’s not advisable, even for 
large organizations. At the start, you want to grow your digital 
workforce gradually. 

You can start with just one or two bots, and your business can 
make savings and scale up the workforce immediately. You 
could even start with zero bots. Many business models exist 
where you don’t even need to own a bot, but you can rent a bot 
or acquire RPA as a Service (RaaS). 

Furthermore, some vendors offer free versions of their software 
that you can download onto your computer and start building as 
many bots as you want straight away. It’s just like building a 
macro on Excel to automate a simple task. These bots can only 
run locally on the computer you’ve downloaded it on, but you 
can benefit immediately – as if you had a virtual assistant 
waiting for your commands. 

• Bots will take all our jobs. 
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Job loss is by far the biggest fear in companies to date. 
Understandably no one wants to feel like their job is at risk; I had 
even read in the news how analysts were the most at risk as their 
roles were highly logical and data driven. As an analyst myself, 
this was a delight to hear. When your RPA team start going into 
different departments to find automation opportunities fear of job 
loss is the biggest challenge they will face. It’s a very sensitive 
topic which needs to be handled carefully, otherwise it can stifle 
any momentum you were hoping to build.  

Change management is vital to ensure the right messages are 
communicated but businesses need to be thinking about how 
their staff (their most value assets) can be upskilled and look at 
redesigning career roles and paths to align with digital 
transformation. 

Bots should be seen as enablers to a workforce not substitutes 
because human workforce’s experience and intellect is too 
valuable to lose. In many circumstances RPA has seen an 
increase in jobs as teams become more productive and cause 
companies to grow. New technologies always give rise to new 
types of jobs. Bots can remove the burden of tasks from the 
workforce, but this gives businesses the opportunity to upskill 
their staff – by attending specialist courses. I once heard the 
phrase that ‘RPA should take the robot out of the human' so that 
the human can do more interesting and creative work. 

• Ai bots can do most human tasks. 

There’s a lot of scaremongering about a Terminator-style 
uprising where AI becomes as smart as, if not smarter than 
humans and takes over. There was even a recent debate (August 
2019) where Jack Ma and Elon Musk debated the benefits or 
threats of AI becoming smarter than humans. 
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Whatever the theories about what AI could achieve, what we 
know now is that AI is miles away from being smart enough to 
replace humans. Yes in March 2018, an AI system was able to 
read handwriting faster and more accurately that humans could, 
and for other specific tasks (like playing chess or Go), AI can out 
performance humans. AI can even understand natural language, 
it can learn, and it can recognize images, but it still is a fair way 
from replicating human intuition and reasoning. 

Many leaders in technology believe we are effectively Cyborgs, 
fully dependent on our technology. Your mobile phone is pretty 
much a prosthesis as many of us could not exist without it for 
more than a few waking hours. However, technology as always 
been an enabler to allow us to move through life at lightning 
speed compared to 30 years ago.  

Intelligent automation and AI bots are no different. They are 
virtual assistants that improve staff productivity and enhance 
their careers. These intelligent bots are owned by their team (not 
by IT) to do the lower straightforward work, leaving the higher-
level thinking to us humans. Bots are there to enhance our 
efficiency and effectiveness, not replace it. 

• RPA means the end of BPO 

Business process outsourcing (BPO), generally to overseas 
companies, was a way for companies to reduce their staff costs 
by about 50%; however, an RPA bot is about 10% the cost of an 
on-shore full-time employee. Then salaries overseas increased as 
the economy improved in the low-income countries and low-
income areas within those countries. As a result, RPA was 
introduced as a countermeasure to maintain savings. However, 
BPO companies have also advanced and upskilled to provide 
digital BPO, where they can build and manage your bots – we’ll 
examine digital BPO shortly. 

• Bots don’t make mistakes 



 

Page | 29  
 

Error-free bots are one of the biggest misconceptions and a core 
reason many business leaders have seen sub-par results in their 
RPA initiatives. At Lean Intelligent Automation we say, 
‘Garbage in, garbage out’. If your bot has been designed poorly, 
it doesn’t manage data integrity well, and has poor error 
handling, then it will make mistakes. In other words, a bot does 
exactly what it’s told; it will not do what it was intended to do if 
the right precautions have not been considered. It’s not like a 
human who will make a mistake and then realise it. If a bot is 
programmed incorrectly it will carry out a task incorrectly 1000 
times. 

Preferably a bot should be programmed to do only a specific 
thing. Any deviation from that thing should be passed to a human 
to do because it’s difficult or impossible to programme the bot to 
handle every exception. Certain unforeseen exceptions, like pop-
up windows, or bad data inputs could cause the bot to complete 
the job incorrectly or not at all. So if the data doesn’t match the 
criteria, or something doesn’t match the predefined process steps, 
then the bot should reject it to avoid making any mistakes 

• RPA will almost make IT department redundant. 

RPA was created to elevate the demands for assistance from the 
IT department, as IT staff are already inundated with other 
technology demands from the business. Automation of business 
processes will by no means replace what IT teams do. It’s vital to 
include the IT department early on to ensure you have the right 
infrastructure set up to manage your robots. RPA is heavily 
dependent on the IT team, as your developers will need to have 
development and production environments for building, testing 
and deploying your robots. 

• Automation is the destination. 
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Simply, no. Automating processes just because everyone else is 
doing it definitely wrongheaded and can lead to knee-jerk 
reactions. I’ve met with many companies who chose the most 
complicated tasks to start automating just because someone 
shouted about those tasks the loudest. Starting with a complex 
task could stall your whole operation. Stakeholders will soon 
lose hope and interest due to the RPA team taking too long or 
being unsuccessful at automating a process which was 
unsuitable. The aim is for better ROI, accuracy and flexibly. 

 

Challenges 

• Missing or unavailable data 

When it comes to running successful RPA programmes, data is 
key. You want to measure whether the opportunities you’re 
exploring are worthwhile, and you also want to prove that 
benefits from the change have been realised.  

Missing or inaccurate data gives a false view on the potential 
savings or return on investment of your automation incentives. 
You want to measure the weekly volumes and average handling 
times for each process as accurately as possible, so you can 
calculate the amount of FTE (full-time employees) effort these 
processes use, which will allow you to start prioritizing your 
opportunities.  

It's best to collect sample data and observe the process to sense-
check the metrics. Some teams don’t collect data like weekly 
volumes or AHT (average handling times), and sometimes it’s 
difficult to extract data from the system. Also, unless you’re in 
manufacturing, it’s generally frowned upon to walk around with 
a stopwatch to time staff on how long their processes take to 
complete. To get a rough idea of AHT your team may have no 
other alternative but to ask several subject matter experts (SMEs) 
for their gut feel, however, recording the screen as staff carry out 
the process would be better 
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• Staff’s resistance to change 

One of the biggest challenges is resistance from staff who may 
be directly affected by the change. If they can’t see how it 
benefits them, why should they be interested? If they feel their 
job could be at risk, why would they want to cooperate? A good 
communications plan can mitigate the resistance, and conveying 
opportunities to upskill or re-deploy staff alleviates fears of 
being replaced and shows staff they are valued. 

Getting buy-in should be first on the agenda and maintained 
continuously. You can keep staff involved with regular lunch-
and-learns or periodic workshops that makes staff aware of the 
technology and shows them how to get involved. Keeping the 
door of your Centre of Excellence open and continuing to 
communicate with staff can relieve many tensions about 
introducing automation technology. 

• Loss of traction 

It’s great if you have made a start by rolling out some POCs but 
perhaps things have gone cold and stakeholders have lost 
interest. If you’ve lost traction it could be because you’ve made 
the same mistake that countless other businesses make: you’ve 
tried to solve a really big problem or your team have chosen a 
very complicated process. These opportunities take far too long 
to deliver. When starting up, you need to deliver some quick 
wins regularly, mixed with some good-sized opportunities to get 
the momentum going. I’ll show you how to choose the right mix 
of processes to start with and how to prioritise the rest 

• No clear governance 
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If there are no checkpoints or no gated process, and roles and 
responsibilities have not clearly been defined, then no one is 
accountable for each step of the progress. Your project is at risk 
of going around in circles or halting all together. Having clear, 
written governance that is agreed by all parties upfront, and with 
senior sign off, is the only way to avoid this pitfall. 

Not only do you need to know who is responsible for each part 
of the implementation process, there needs to be an agreed 
turnaround time for each step. Assemble questions such as ‘How 
long should it take to get robot access to applications, or for the 
Process Definition Document (PDD) or Solution Design 
Document (SDD) to be signed off?’ and ‘How long will it take 
for the bot to be handed over from the developer to the support 
team?’ Also consider that at each checkpoint or gate you need 
clear acceptance criteria.  

• Process clarity 

The PDD is the most important document in this whole process. 
This is what translates a business problem, into a technical 
solution. RPA business analysts must manage the relationship 
between the SME & developer, so that the developer creates a 
bot that does what the business wants. 

Its important that the process steps are well documented at a 
detailed level, showing the clicks and keystrokes the robot 
should make. The developer will most likely be unfamiliar with 
the process so there must be no gaps or jumps between one step 
and the next. 

This document must include everything the developer needs to 
effectively become an immediate expert of the process. The 
developer needs to know: 

o Where the bot takes the information from  



 

Page | 33  
 

o How it will receive it and in what format (e.g., what is the 
folder location, website address or email address, and will 
it have a specific subject title? Will the file be in xlsx or 
pdf format?) 

o The precise format of the data (e.g,. what type of data is in 
each field, what is the file naming conventions are, and 
other data integrity information).  

o What the bot must do with the information  

o Where or to whom to send it. 

o What time(s) the process needs to run, what days, and if 
there are any service level agreements (SLAs). This may 
determine whether multiple bots might be needed to 
process all cases in time to meet the deadline.  

We will take a closer look at the PDD document structure later 
in the book. 

• Documentation can differ from reality.  

This links to the previous point. A major faux pas of your RPA 
team would be to rely on work instructions and other process 
documentation to design the automated process. What’s written 
down tends to be quite different to what actually happens. There 
are 2 simple reasons for this: 

1. Work instructions are usually written by the experts who 
know the process inside out. This is susceptible to ‘the curse 
of knowledge’, which means assumptive leaps may exist 
between steps, and the author may automatically believe this 
to be obvious.  
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2. The team or individuals might have found potentially better 
way(s) to do the process after the instructions were written. 
In lean thinking, the best way should be the standard, so 
maybe it’s time for the team to find out which team member 
is the most efficient and use that person’s knowledge to 
update the formal process documents. 

To avoid this pitfall, it’s always recommended to walk through 
the process with the SME. Shadow the person to observe how the 
process is executed in practice, so that your RPA analyst can fill 
in any gaps identified in the documentation. 

• Test vs. Live (Production) Environments 

More often than people want to admit, bots can act differently in 
the live environments than they did during testing. There are 
several reasons for this but mainly it’s due to the application 
versions in the test environment being slightly older to that in the 
live environment.  

Even if you have the most updated version in test, the bot may 
still act unexpectedly for unknown reasons, hence why a two-
week, live test period is advised (or longer if the process is a 
high-risk, high-impact process such as one involving finances). 
During the test period the developer and support team can watch 
the bot closely and immediately fix any bugs. 

We’ll look again at testing the process in both the test and live 
(or production) environments later on, but ensuring the test 
platforms have the most up-to-date versions to match the live 
environment as close as possible can minimize risks. 

 

Benefits  
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Getting started with introducing new technology like RPA means 
winning the hearts and minds of key stakeholders and their teams, so 
communicating the benefits clearly and early is vital. It is also key to 
ensure that teams are sufficiently educated on RPA so that they 
understand what to expect and what’s in it for them. A clear and 
well-thought-out communication plan is needed, so at a minimum it 
reduces resistance and aids a smooth rollout, and at best, it gets 
people excited. 

RPA alleviates the mundane, time-consuming and repetitive tasks 
from the operations teams' day-to-day work. These high-volume, 
monotonous workflows are prone to human error, and they can 
distract your staff from focusing on the more interesting, value-
adding parts of their roles.  

Freeing up staff time gives team managers the opportunity to help 
staff develop their careers. Staff can also use the time to lean into 
aspects of their work that may involve more interaction with other 
colleagues and customers, and to work more with problem-solving 
and decision-making tasks.  

If you’re an employee who has noticed RPA coming into your 
company, this surely opens a window of opportunity to progress so 
reading this book will definitely get you ahead of the pack. 

1) Cost savings  

Companies have been outsourcing overseas for decades to reduce 
operating costs, but RPA can save even more, especially as 
labour arbitrage is in decline as global wages are on the rise. 
RPA cost-savings from reducing headcount has been the go-to 
benefit most businesses focus on, as it is the fastest and most 
direct way to affect the bottom line. RPA is faster to implement 
than an IT change. Bots cost less that a full-time employee, don’t 
require training, don’t ask for pensions and can work 24 hours 
non-stop. Overseas personnel are about half the cost of an 
onshore full-time employee, however an RPA digital worker 
reduces costs dramatically, so it’s very apparent to why business 
leaders are so keen to use digital workers to expand their 
workforce. 
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That said, companies need to realise that the real value of their 
business is their staff, who have immense knowledge of their 
business, their domain and their customers. The worst mistake a 
business can make is to remove staff, only to rehire new staff 
some months later after the business has grown (with the added 
cost of re-training new hires who have minimal domain or 
business knowledge). What’s very disappointing, as I’ve 
witnessed, is that many businesses don’t even have a knowledge-
retention plan, even for staff who leave organically, but that’s 
another story. 

2) Develop a highly productive and efficient team.  

It’s not just about getting about the same amount done with less. 
If your business is expanding, you can get even more done with 
the same staff. By passing these non-value-added tasks to a bot 
and removing technical roadblocks that exist in your legacy 
systems, your team can focus on adding value to your 
customers, improving customer service, and spending more 
time discovering ways to solve business problems and make 
better strategic decisions. 

In addition, when your team has a bot which is tracking the 
work flowing through your process, management can get much 
better MI (management information) on how the team are doing 
as they interact with their digital team mate(s). Better insights 
can lead to continuous improvement of the team’s performance 

3) Enhanced customer experience with increased accuracy and 
speed  

Repetitive tasks are prone to human error as our brains aren’t 
designs for that, whereas a bot will do exactly what you tell it, 
consistently and at scale.  
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Taking ‘the robot out of the human’ eliminates human error from 
a process, avoiding potential financial, compliance or 
reputational risks. Removing error also greatly enhances the 
customer experience and satisfaction in two ways. The customer 
receives accurate information as requested at speed, and the 
human side of the workforce can dedicate more time and energy 
to attentive customer service 

This benefit is regularly overlooked. Right-first-time means 
customers don’t need to call back to fix errors, answer-shop to 
get a second option or complain about incorrect information, and 
customer needs are addressed faster due to reduced queuing. 
RPA also allows more revenue-generated services to be available 
to customers through avenues which were previously seen as not 
financially viable. 

4) Have a scalable and flexible workforce at your fingertips.  

If teams in your company experience seasonal demand, or if your 
company is growing and team managers are concerned about the 
future ramp up of work, you may have a problem. In the past, 
you might have hired a temporary workforce for a few busy 
months, or struggled to get funding to quickly hire a few extra 
team members.  

You may not need either option with RPA. It allows you to 
immediately scale up or down your digital work force as you see 
fit, and it can to make life less stressful for your staff with fewer 
late nights and less overtime. The only additional cost might be 
to acquire more server space or licenses to accommodate the 
increased demand if your current bots are at full capacity. 
Furthermore, RPA can track volumes, handling times and other 
metrics to allow you to discover insights and forecast more 
accurately where and when these demand spikes will happen, so 
teams can be better prepared. 

5) Compliance 
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Another form of saving is by ensuring teams remain compliant. 
Think GDPR. Many companies missed the deadline on this. By 
automating business-critical processes, your company can meet 
regulatory requirements on time, and reduce the risk of being 
fined.  

From a business-compliance perspective, business rules can be 
embedded into the process during the process redesign stage, so 
that management can have more control of operations. 

When businesses have look at the bottom-line, much of the focus 
has been on cost savings; however, cost avoidance (from fines, 
complaints, reputational damage) can put a real number against 
the benefits of automating these types of processes. 

2B Mistakes 

1) Lack of senior or business leader buy-in 

Getting pro-active senior buy-in is the only way to get a 
successful RPA programme moving. During stakeholder 
engagements it’s vital to get top-down enthusiasm and 
demonstrate how RPA can enable their senior management 
teams to be more efficient and cost effective.  

If senior management are fully on-board, they can remove 
blockers, deploy the right personnel to assist the RPA team to 
identify the opportunities, and they can re-direct their limited 
funds towards more RPA initiatives. If senior leaders believe in 
the technology, they will be more likely to redirect funds away 
from tried-and-tested methods, such as recruitment or 
outsourcing, and start investing in this new and seemingly 
untested (in their area at least) technology. 

2) Lack of time/commitment from SME 
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Though buy-in from senior leadership gets things moving, the 
second hurdle is getting the managers and the team themselves 
excited and keen to get involved. This is potentially the hardest 
sell, as many may be totally content with the old way of doing 
things. Some may not feel comfortable with change in general, 
and the rest may quietly fear that this new technology could 
change their job or replace them. 

Once team managers and SMEs are on board, the right 
expectations need to be set with them so they understand how 
much time the RPA team requires from them in order to design 
the right solution, to the necessary detail. If expectations are not 
clear upfront, staff and managers may grow frustrated with 
intermittent disruptions to business as usual. It’s important that 
they understand how the discovery and implementation process 
works, and the RPA team needs to clearly layout their method, 
and explain that it’s not a one-and-done event, but a staged 
process. 

 

Other mistakes to look out for: 

3) Poor stakeholder education and communications 

Doing RPA in a dark corner of the office leads to staff thinking 
the worst. Openness and visibility is best; take them on the 
journey with you. At a minimum, an easy way to stay visible is 
to create a newsletter and an online portal with information on 
the technology, the process and a discussion forum for questions 
and concerns. 
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In addition to the visibility provided by open-door policy and 
regular lunch-and-learns or periodic workshops, the Centre of 
Excellence should stay in communication with staff. Popping up 
and disrupting teams for a few days, then disappearing without 
results can be very irritating. Stakeholders in a few 
organizations I've worked with have expressed their frustrations 
about previous RPA teams who attempted to implement but 
were shut down or moved on to a different team without any 
explanation. Understandably when I came to launch the RPA 
properly I was initially meet by reservations and reluctance. 
Even if your RPA team needs to close down an initiative, its 
courtesy to inform the team as to why, so that the relationship 
ends on good terms and they are welcoming the next time you 
circle back.  

4) Lack of IT ownership and understanding  

IT needs to understand what RPA is and what role they play in 
making it work. The CoE team should also  have close ties and 
open communication with the IT who will be providing the 
infrastructure, be that local or remote servers or something else. 

It’s also important to note that if a server goes down, it’s out of 
the control of the support team and is in the hands of IT to get it 
up and running fast. An operational-level agreement between 
the two departments explaining how fast something must be 
fixed should be agreed upfront. Otherwise your SLA with your 
stakeholders could be impeded by something out of your 
control.  

You’ll even need to work with IT to create your business 
continuity plan in case their servers or the power goes down, 
and involve the operations team in reverting back to manual 
processing as a last resort. 

5) Unclear governance process and responsibilities  
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You need to have controls or criteria at each checkpoint 
throughout the implementation lifecycle, and clear roles and 
responsibilities need to be assigned. Otherwise the lack of clarity 
will breed anarchy when you try to start to scale, and that’s only 
if your team can succeed in pushing a bot through the door in 
such a state.  

Having a clear framework and set of criteria for how an initiative 
will pass through each succeeding stage will ensure that time 
isn’t wasted trying to implement difficult processes, accept badly 
coded robots or go around in circles to find who is or should be 
accountable for each step. Setting timeframes and escalation 
paths is also important, as not having defined turnaround times 
(for things like getting robot or developer access to applications, 
or email addresses for specific robots) can delay projects 
significantly. If something has been delayed, your team needs to 
know who these issue should be escalated to. 

Keeping the pace is important so something as simple as a table 
to show who is Responsible, Accountable, who to Consult and 
who to Inform (a RACI table) can ensure everyone along the 
process knows what is expected of them. 

6) Unrealistic expectations:  

RPA has been hyped in the media for years, yet still only 50% of 
RPA and AI initiatives succeed, and only 1–2% of companies 
have managed to scale successfully. It’s understandable that 
many business leaders are greatly disappointed by results.  

RPA isn’t a silver bullet. On its own it can only process 
structured data, and structured data only amounts to about 20% 
of the data available in your organization. Central to the survival 
of your automation programme is setting realistic expectations so 
that key senior stakeholders don’t feel underwhelmed with 
results and lose faith. RPA even on its own has amazing potential 
as that 20% may save your company greatly in time, money, 
protect your reputation and improve customer experience. Trust 
in the technology, but don’t believe the hype. 
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7) Choosing the wrong process  

Time and time again I’ve heard of companies or consulted with 
companies who were in the midst of trying to automate a 
complex, low-volume, highly volatile process as one of their first 
processes. Sometimes the process even requires several forms of 
Ai. This is a clear sign of “shiny object syndrome” (SOS), the 
propensity to chase something because it’s new and shiny and 
everyone else is doing it. Or perhaps a case of “The one who 
shouts loudest” gets their process automated. At this point the 
RPA sponsor or senior needs to step in. New things can have 
great value, but there must be a logical approach to utilitising 
such a powerful tool.  

Choosing the wrong process to start with is guaranteed to stall an 
automation programme. Stakeholders will lose interest, the RPA 
team will get disheartened, and the RPA sponsor will be 
wondering whether she will ever get a return on the investment 
and may consider pulling the plug on the whole thing. Such a 
toxic perception of this tool will swiftly destroy what you are 
trying to achieve. If you suspect you have started with the wrong 
process, this realization may mark the last chance you have to 
hire an experienced RPA analyst or success manager to turn 
things around and get the process back on track.  

If you have just hired an expert and have yet to choose your 
process, it would be wise to listen to the expert to avoid choosing 
badly. 

8) Not streamlining process first 

There are two schools of thought in RPA. Roll out automation 
fast leaving the processes as it is because it will immediately 
impact the bottom line. Or optimise a process first with lean 
thinking so that the process is redesigned to be streamlined and is 
designed for a robot instead of a human. At Lean IA, you can 
surely guess which one we prefer. Garbage in, garbage out. 



 

Page | 43  
 

Optimising a process can provide a much faster payback period 
as costs may be lower because the process may be designed to be 
simpler. Imagine a process where the human goes back and forth 
to pull data from one application into another. This workflow is 
long winded as the human has limited memory, whereas the 
process could be redesigned for the robot to take all the 
information from the whole page, then paste it into the other 
page in one go, thus eliminating the old back-and-forth way. 

3 Understand the Market 
RPA was created in 2003 when Blue Prism launched the first 
product ‘Automate’i, however the underlying functionalities 
(macros, screen-scrapping and recording) have been around since the 
90s.  

The three biggest RPA players currently are Automation Anywhere, 
Blue Prism and UiPath. The underlying code is the same, and they 
share similarities in parts; however, RPA has advanced considerably 
in the last few years. With the plethora of AI solutions which are 
now compatible with RPA vendors, there are a whole ecosystem 
available to you. It is a good idea to have a consultant who 
understands the different vendors and compatible plug-ins to match 
the right solution to your specific business needs. 

As previously mentioned, RPA can only process 20% of the data as 
the rest is unstructured (non-standardised, free text). For this reason, 
in the recent years businesses have grown frustrated with the 
limitations of RPA and have been disappointed by the results. 
Consequently, many businesses new to automation have jumped 
straight to iRPA (intelligent RPA), building AI capabilities from 
conception to provide a unique offering. Leading RPA vendors have 
started to invest heavily in meeting this demand by including such 
capabilities as intelligent character recognition, Machine Learning 
and data analytics in their software ecosystems to address additional 
business needs. Some leading vendors have decided not to re-invent 
to wheel but have chosen to stick to their forte and instead partner 
with the top AI providers.  
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Currently more than 50 vendors are on the main stage, many with 
their own micro-ecosystem, however the AI market on the other 
hand is quickly becoming much more crowded as cloud computing 
and open source libraries makes the barriers to entry much lower. 
You may have noticed on LinkedIn and technology publications 
tonnes of new AI start-ups appearing and pitching new and 
innovative solutions to old problems. This growth is no surprise as a 
lot of money is flowing into these industries. 

RPA: Global spend $2.4bn in 20221  

Gartner forecasts the RPA software market will grow by 41% year 
over year through 2022. Technology product managers must 
capitalize on this expected growth by developing tools that allow 
adopters to more easily scale their RPA deployments 

Ai: Global spend $8.3tn by 20352  

Forester says the global Artificial intelligence business value will 
reach $1.2 trillion by 2020, and Accenture projects that by 2035 the 
value will reach $8.3 trillion in just the United States compared to 
$814 billion in United Kingdom, $2.1 trillion in Japan, and $1.1 
trillion in Germany.  

Within 18 months to 2 years, pure RPA solutions may disappear as 
these two worlds quickly converge and companies feel more 
comfortable adopting Ai. 

 
1 https://www.gartner.com/en/newsroom/press-releases/2018-11-13-gartner-
says-worldwide-spending-on-robotic-process-automation-software-to-reach-
680-million-in-2018   

2 https://emerj.com/ai-sector-overviews/valuing-the-artificial-intelligence-
market-graphs-and-predictions/  

https://www.gartner.com/en/newsroom/press-releases/2018-11-13-gartner-says-worldwide-spending-on-robotic-process-automation-software-to-reach-680-million-in-2018
https://www.gartner.com/en/newsroom/press-releases/2018-11-13-gartner-says-worldwide-spending-on-robotic-process-automation-software-to-reach-680-million-in-2018
https://www.gartner.com/en/newsroom/press-releases/2018-11-13-gartner-says-worldwide-spending-on-robotic-process-automation-software-to-reach-680-million-in-2018
https://emerj.com/ai-sector-overviews/valuing-the-artificial-intelligence-market-graphs-and-predictions/
https://emerj.com/ai-sector-overviews/valuing-the-artificial-intelligence-market-graphs-and-predictions/
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