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Introduction: RPA implementation  
jumps from 9% to 32% in a year
Two years ago, in July 2017, SSON published a report that warned:

“Change is coming and will impact how business is conducted in ways we are not able to comprehend today. Intelligent automation … is 
the fastest-growing technology with the greatest power for disruption … [and will] replace higher-level cognitive human abilities with a far 
greater capacity for volume, analysis, accuracy and consistency.”

The consistent, aggressive commitment to productivity improvements  – more than half of global SSOs are targeting 7+% levels, 
according to SSON’s 2019 industry survey – as well as productivity targets overall, have kept leaders focused on innovative solutions 
that improve effectiveness, efficiency and performance. 

Today, that is predominantly achieved via automation.

The purpose of this report is not to introduce Robotic Process Automation (RPA), but rather to help guide its implementation. [For 
those interested in an introduction to automation and its potential, we refer you to SSON’s Global IA Market Report series.]

In the four years since RPA first emerged in service delivery operations, Intelligent Automation (IA), as we have since come to think of 
it, continues to make strong advances and is rapidly expanding. However, a significant segment of the market has yet to get started.

 A year ago, 65% of global enterprises surveyed were at the testing or planning stage. Less than 10% had fully implemented. 
 Today, just under a third have implemented (of which more than half are now scaling). 

These figures will come as no surprise to anyone following the industry. Indeed, the number of automation tools / solution providers 
has exploded from a handful four years ago to roughly 50 today.

But change is problematic, and many RPA implementations fail to deliver. Reasons for failure are many, but most often relate to:
 Wrong process selection 
 Wrong tool selection
 Insufficient change management support, or lack of experience. 

The truth is: The tools work. What does not always work is the implementation. 

To bridge this gap, the SSON, in collaboration with change management and service delivery experts Chazey Partners, has 
produced this RPA implementation guidebook. It lays out a clear and simple guide to help you meet your objectives.

BARBARA HODGE
GLOBAL EDITOR
SHARED SERVICES AND OUTSOURCING NETWORK (SSON)

Is Intelligent Automation (an 
umbrella term that includes RPA) 
part of your operations?

2018 2019

9%

14%

28%

19%

37%

25%

23%

23%

2%

1%

18%

Yes, fully implemented

Yes, implemented and now scaling 

Testing / POC / Pilot 

Not yet, but planning 

Not right now

Other 

32%

https://www.ssonetwork.com/rpa/whitepapers/lobal-intelligent-automation-market-reporth12017
https://www.ssonetwork.com/rpa/whitepapers/lobal-intelligent-automation-market-reporth12017
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“Automation Unlike Anything  
We’ve Seen Before”
Many enterprises – if not most – lack a solid plan for implementing RPA. However, before we review 
the seven key steps to successfully deploying RPA, we need to answer the question: What is RPA?

In simple terms, RPA is automation, but unlike anything we’ve seen before. Often also referred to as robots, robotics, or applied 
automation, RPA is a flexible tool to automate manual activity for the delivery of business processes.

Typically, RPA replicates the actions of humans interacting with the user interface of a computer system, or a software that operates as a 
virtual workforce controlled by a business operations team. Offering ease of use, short implementation times and low cost, it is plain to 
see why RPA is considered such a game-changer.

SOME CHARACTERISTICS OF RPA
According to the Outsourcing Unit (OU) of the London School of Economics paper 15/07 [Robotic Process Automation: The Next 
Transformation Lever for Shared Services], there are three features that distinguish RPA from other automation tools such as 
Business Process Management (BPM), scripting, and screen scraping:
1.   RPA is easy to configure so developers do not need programming skills. RPA interfaces work, much like Visio, by dragging, 

dropping and linking icons that represent steps in a process. Code is generated automatically behind the scenes.
2.  RPA software is non-invasive as it sits on top of existing systems without the need to create, replace, or further develop other 

platforms. RPA software accesses other computer systems through user interfaces with a login ID and password (like a human) and 
through the presentation layer, so no underlying systems programming logic is touched. 

3.  RPA is enterprise-safe – it is a robust platform designed to meet enterprise IT requirements for security, scalability, auditability, 
and change management.

Other RPA characteristics include the ability to cross multiple systems and include multiple decision points / calculations. Typically, RPA 
will require an electronic input or trigger to commence working. The software is user-friendly, with low requirements for technical support 
as RPA typically originates inside business operations, not IT, and has substantially lower economic thresholds compared to traditional ERP 
implementations. 

https://s3.eu-central-1.amazonaws.com/fleming.events-webfiles/redactor/SmV3wRUSKoK1NHJ1ZF2ggoj5PvicU1V5NxPtZFiZ.pdf
https://s3.eu-central-1.amazonaws.com/fleming.events-webfiles/redactor/SmV3wRUSKoK1NHJ1ZF2ggoj5PvicU1V5NxPtZFiZ.pdf
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RPA is most suitable for rules-driven, data-intensive processes, that are repetitive in nature, e.g. execution of data entry into SAP or other 
ERP, systems or a full end-to-end business process. It can also help optimize various work-flow processes that can be performed against a 
set of business rules programmed to start and stop at a specific time.

The large ERP platform vendors really missed a trick here. Too many processes, or inputs into and outputs out of configured ERP, remained 
highly manual and inefficient. While ERP, effectively implemented, remains a potentially significant enterprise-wide enabler for value, 
performance, productivity and efficiency, RPA can really augment and support this and, to some extent, limit the number of additional tools, 
bespoke coding, and heavy interfaces required.

A handful of RPA market leaders have emerged, with an ongoing influx of new entrants. Yet, the technology is still in the infancy of its 
lifecycle development, with the promise of much more to come.  This includes enabling, linking and integrating with other elements of 
the new Intelligent Automation revolution such as Machine Learning and Artificial Intelligence.  

However, RPA is not a nirvana solution.   

The potential value that can be generated through RPA requires a clear understanding of how best to apply it, and needs to be 
implemented in an effective, practical and relevant way. Further, it is important to note that RPA does not eliminate the need to evaluate 
processes end-to-end, nor to understand that data, and the cleanliness and use of that data, is today more important than ever.  

Implementing RPA should form part of an automation roadmap with proper planning, engagement with key stakeholders, and clear 
management of change and human resources – all supported by new operating models and frameworks to function optimally.   

For those that get this right, payback can be significant and rapid with benefits extending far into the future as the technology continues 
to mature.

PHIL SEARLE
FOUNDER & CEO
CHAZEY PARTNERS
PHILSEARLE@CHAZEYPARTNERS

The large ERP platform 
vendors really missed a 
trick here.
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A 7-Step Guide to RPA 
Implementation
This guidebook outlines seven distinct aspects of an RPA 
implementation. Various such lists exist, with the orders switched or 
sub-steps built in. Overall, however, based on input from seasoned 
practitioners, we believe that the steps outlined here will offer effective 
guidance to any team tasked with introducing automation into the 
enterprise, whether as part of the IT or Shared Services operation, 
within a business unit, or as a new Center of Expertise (COE). 

Process  
Suitability 

Implementation 
Operating Model

Vendor 
Assessment & 
Tool Selection

Center of 
Expertise

Automation 
Strategy

Automation 
Roadmap

Proof of Concept

01

05

02

06

03

07

04
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01  
Process Suitability 

Examining processes for automation potential:

WHERE YOUR IA/RPA PROJECT 
has run intro trouble, what 
do you attribute this to?

Estimates vary, but employees can spend 
anywhere from 25-45% of their time on manual 
activities that could be automated. Entrenched 
“bad” practices are a common culprit along 
with insufficient process discipline. One solution 
to these “processing” ills can certainly be 
the application of RPA, which follows rules, is 
standardized and does not make mistakes.

Identifying the right process, however, is the single 
most important step in ensuring a successful RPA 
implementation. (SSON’s 2019 industry report 
confirms “wrong process selection” as the leading 
cause of RPA project failure.)

The ideal candidate process for RPA is rules-
based (thus easily encoded), repetitive, 

HIGH
PROCESS EMPLOYEE EXPENSE REPORT

MEDIUM
CREATE AUTOMATIC PAYMENT

LOW
MANUAL PO CREATION

Pros: 
  Steps 1-5 of the process are completed by the 

employee and submitted electronically

  Steps 6 – begin with a standardized input and 
interface with the ERP

  Minimal human effort required, for the process to 
run to completion

  Human judgement is not needed for decision 
making

Pros: 
  Process steps are repeatable and do not require 

significant human oversight

  Process is potentially run multiple times in a week

Cons:

  Process begins with an interface to a country-
specific treasury module. Potential for multiple 
variations of data moving across workstreams

  Step 14 requires paper approval based on COA

  Process has the potential to interface with multiple 
banks. This would require programming and 
development specific to each institution

Cons:

  Process can begin with inputs, country specific or a 
request from the SSO

  Process owners may change based on category. 
Variation of parties involved in the process may 
require variations in processiong steps. Potential 
for multiple variations of data moving across 
workstreams

  There are 11 decision points in the process with 
multiple sub-processes referenced

manual, routine, and involves steps with easy 
identification of exceptions. In addition, the 
data should be structured (i.e., easily accessible 
and consistently formatted). In identifying 
optimal candidates for RPA, look for where 
rigid applications don’t integrate with systems, 
creating blockages. 

The wins here are about capturing low hanging 
fruit to demonstrate the validity of the solution, 
drive results, and build internal experience, buy-
in and competencies. 

A common mistake is to choose a process that 
causes the greatest headaches. This is often 
a highly complex, multi-step process where 
automation, it is believed, will simply make 

the problem go away. This rarely works as the 
complexity of the process frequently prevents 
building a more fully automated solution in a 
timely manner. This approach can quickly get 
bogged down, giving RPA a bad name and 
resulting in perceived “failure” that could have 
been avoided with more strategic foresight in 
evaluating the process.

RPA process selection is made easier where 
processes are already supported by Shared 
Services or BPO, and are well-defined, 
standardized, and optimized. This is why RPA 
tends to work well in processes delivered 
through Shared Services, as highlighted in the 
table on the next page.

Do not use IA/not applicable 33%

Process not mature enough/not fit  29% 
for the solution

Insufficient change management 23%

Essential stakeholders insufficiently  21% 
onboard

Solution provider ended up not being  15% 
fit for our project/business needs 

Limited by insufficiently developed  14% 
data management plan

We have not experienced trouble  13% 
with our IA/RPA project

Other 5%
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RPA Automation Potential by Back Office Process

Finance and AccountingHuman Resources

Enterprise 
Information  

Management

IT Strategy

Information Technology
ApplicationsManage IT Infrastructure

Information 
Technology 

Solutions

IT Relationship 
Management

Solution 
Deployment

Security, Privacy 
and Controls

IT Support

Plan Application 
Process

Application 
Support

Develop 
Application 

Specifics 

Design 
Applications

Develop 
Applications

Test Applications

Plan 
Infrastructure

Provide End-User 
Support

Build 
Infrastructure

Run 
Infrastructure

Manage Data 
Center

Manage Network

Procure to PayOrder to Cash Record to Report

Customer and 
Contract Setup

Access and 
Manage Credit

Customer 
Inquiries

Order Entry and 
Customer 
Invoicing

Fulfill Orders

Accounts 
Receivable

Cash Application

Manage 
Procurement

Purchase Goods 
and Services

Receive Goods 
and Services

Process Invoices

Issue Payments

Procurement 
Reporting

Manage Chart of 
Accounts

Bank and 
Intercompany 
Reconciliations

Budgeting and 
Forecasting

General 
Accounting 
Activities

Close Process

Management 
Reporting

Regulatory and 
Statutory 
Reporting

Recruit and 
Onboard 

Create and Post 
Job Descriptions

Source and 
Screen 

Candidates

Select Candidates 

Manage Pre-
Employment

Onboard New 
Hires

Develop and 
Manage Hiring 

Plans

Develop and 
Reward

Develop and 
Deliver  Training

Manage 
Employee 

Development

Manage 
Employee 

Performance

Develop 
Compensation 

Model

Manage 
Compensation

Manage Benefits 
Administration

Redeploy, Retire 
and Other

Employee 
Separation

Employee 
Retirement

Self-Service 
Portal

Employee Leave 
of Absence

Manage 
Expatriates

Manage 
Workforce 
Scheduling

Master Data 
Management

Benefits and 
Pensions

High Potential for Automation Medium Potential for 
Automation Low Potential for Automation
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02  
Vendor Assessment  
& Tool Selection
Whereas “Vendor Selection” implies RPA vendors, 
“Advisor Selection” is also important but still 
often overlooked. Nearly half the Shared Services 
Organizations in a recent SSON survey chose 
to go it alone when implementing RPA. Many 
of the subsequent stop-starts and switchbacks, 
however, can be traced back to inexperience and 
bad decisions. Tapping into the experience and 
resources of previous change transitions makes 
good sense. The point is that although the concept 
of RPA implementation is not difficult, there is lots 
of room for mistakes and an experienced third-party 
advisor will ensure a smoother transition.

There are dozens of RPA vendors to choose from, 
some specializing in certain processes, others 
offering generic building blocks that can be 
configured to your specifications. (SSON’s IA Universe 
offers a list of solution vendors along with their 
specific capabilities. Similar lists can be obtained 
from other technology or automation forums.)

Many RPA solutions are fairly similar although they 
vary in pricing structures and licensing models. 
More recently, differences have emerged as vendors 
have built out or acquired specific cognitive or data 
management expertise, incorporated business 
process management capabilities, and taken on 
a higher level of integration. It’s also possible to 
buy preconfigured, best practice capabilities and 

leverage built in integration with applications. 
These developments drive more of an end-to-end 
capability within a given process domain.

RPA tool selection should take account of the range 
of processes being automated and should be based 
on overall automation objectives, timelines, and 
scalability requirements, in addition to the security 
and compliance constraints defined by IT. Vendor 
selection is not just about choosing a “tool” but 
also about choosing a “partner” to support your 
digitalization agenda, of which automation is a part. 
Chances are you will eventually scale RPA, and a 
vendor that understands the challenges you face 
and has the experience to support you will be critical 
to the overall success of the automation program. 

Many buyers are losing sight of this, however, in 
the rush to close a deal. The cheapest or fastest 
or fanciest option might not be cheap, fast or 
even fancy in the long run, once you reassess 
the requirements for a scaled rollout and IT and 
audit have weighed in with their concerns and 
requirements. A tool that fixes a specific process 
problem may not lend itself well to a more strategic 
rollout that drives automation across the enterprise. 
Choosing the wrong tool to start may result in you 
finding yourself “locked in” to what may prove to be 
a limited solution – which could mean starting all 
over again at a later stage.

WHAT CHALLENGES DEFINE FIT FOR PURPOSE?

INTELLIGENT 
AUTOMATION 
TOOL FAMILY

drivers  
(type of problems  

to be solved)  
or benefits

data 
(structured/
unstructured) 

what’s 
required?

considerations

RPA Expensive but stable 
processes made up of 
easily defined steps and 
rules with little variation

Mostly 
structured

End to end process visibility 
and ownership

RDA High volume of 
processes with frequent 
segmentation of STP 
micro processes and 
human judgment

Structured 
and 
unstructured

Percentage of total process 
that can be automated, 
context and decision 
support, asset access

Process 
Specific 
Automation 
Tool

Keenly defined process 
space with specific and 
consistent rules

Unstructured 
and 
Structured

IT prioritization, change 
management

https://www.sson-analytics.com/ia-universe
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An important consideration is whether you are 
seeking an “attended” solution that integrates 
cognitive contribution by a human operator; or a 
server-based “platform” approach for “unattended” 
work. These are issues to discuss with vendors 
when they come in to pitch their solutions. 
Introduce your objectives and listen carefully to 
the vendors’ descriptions of their solutions. It is 
advisable to include representatives from both IT 
and audit into these early discussions. While neither 
may be particularly concerned about the integration 
of an RPA tool as a point solution, both will certainly 
have a list of requirements to clear as RPA scales 
and touches more mission-critical processes. 

Many vendors that are Implementation Partners 
offer bot building training that demonstrate just how 
easy it can be to build a piece of robotic software, 
often based on recording process steps. In addition, 
however, it’s important to ask what kind of skills 
transfer and training is provided, or how outages are 
supported; how to deal with changes in underlying 
applications that the RPA tool relies on; or what 
happens if data sources move. It’s worth being as 
upfront as possible, and discussing issues like user-
friendliness, knowledge transfer, scalability, security, 
and weaknesses or susceptibility to change. Things 
will go wrong and the quality of support you get at 
that stage will be critical.

Given the increased appreciation of the value derived from server-based intelligent automation or RPA solutions, there has been significant 
development across the IA vendors: at present, roughly 60% of the solution providers SSON researched say that they provide desktop-based as well 
as server-based IA solutions.

Source: Intelligent Automation Universe SSON Analytics

DEFINITION OF SERVER-BASED IA SOLUTION: DEFINITION OF DESKTOP-BASED IA SOLUTION:

  Software is written and designed in data center to execute the task 
autonomously without human interaction i.e the software, the process 
and the robot is run only on server

  Human interaction is not required, as this is ‘Unattended RPA’
  Often there are trigger-based rules, which initiate the RPA
  When the software is being run on a desktop, it consumes the 

entire PC thus this PC cannot be used to perform other regular talks 
simultaneously

  Software is often used to automate long end-to-end tasks entirely 
without human interaction

  Software is designed to help user interface on desktop, replaces the 
individual workstation, and is run on individual desktops

  Software can be run on a PC/desktop while also using the PC/desktop 
to perform other regular tasks simultaneously

  Software is often referred to as ‘Attended RPA’ where it requires human 
interaction in order to initiate a task, as well continue the process

  Software is often used to automate multiple small micro-tasks within a 
larger end-to-end process.

server driven solutions

9%

32%

59%

which vendors provide desktop &/or server-based solution?

Desktop-Based 
IA Only

Server-Based IA Only

Both
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03  
Automation Strategy
RPA is part of an ongoing move towards 
digitalization that defines today’s enterprise, and 
thought should be given to its wider role. It is 
frequently referenced as the fourth iteration of the 
industrial revolution, based on robotic automation, 
but now moving from manufacturing into services. 
Automation plays an important role in driving 
straight-through processing as it is non-intrusive, 
uses systems’ presentation layers, and offers a 
fast, agile means of addressing performance 
gaps. RPA promises to be so impactful that many 
organizations are reassessing their operating 
models and sourcing strategies in light of the 
opportunities being presented.

RPA supports digitalization, so its implementation 
and rollout should be carefully monitored within 
an overarching digital strategy, framework and 
roadmap. It’s important that this strategy integrates 
everything from customer interaction through to 
back end support, which is often still overlooked 
in digital initiatives. RPA is most effective, in 
association with a range of options and as part of a 
broader digitalization strategy.

An automation strategy guides additional 
opportunities for digital labor – for example 
expansion horizontally, across geographic regions 
or divisions; as well as vertically, into upstream and 
downstream processes. These expansions drive 
what’s known as the digital workforce, which can be 
deployed to full effect across functions, divisions, 
and regions. But it requires an enterprise strategy to 
guide its deployment. 

Automation strategy starts with procurement. While 

vendors have always stressed RPA as a business and 
not an IT tool, IT templates are often still applied in 
the purchasing process. (Indeed, according to SSON 
data, IT owns a quarter of RPA implementations.) 
Putting IT solely in charge could result in a 
protracted approach to RPA software acquisition, 
with multiple time-consuming steps, requests for 
proposals and revisions. A better practice is to adopt 
a more agile, partnership approach including IT, 
business-based subject matter experts and process 
experts, utilizing a proof-of-concept to evaluate and 
assess competing tools. 

As a business solution, RPA’s purpose is to benefit 
the business by improving support services. It makes 
sense, therefore, that automation is “owned” by the 
business, or by a SSO that supports the business. 
SSON’s 2019 industry survey confirms that nearly 
half of the global RPA implementations are owned 
by Shared Services. This model is instrumental in 
driving process optimization and as such aligns 
well with business aspirations towards end-to-end 
process digitalization. 

To gain the greatest advantage from process 
automation, experts recommend taking a holistic 
view of RPA as a competency, delivered through 
a Center of Expertise (COE) and rolled out across 
the enterprise. This means, first, developing and 
publishing an automation strategy that clarifies 
ownership and accountability to guide the journey. 
The automation strategy should also integrate and 
align with other ongoing process improvement or 
continuous improvement strategies.

y		Shared Services / Global Business Services 47%
y	IT Development  24%
y	Finance (CFO)  12%
y	Business Unit  10%
y	Other  7%

Finance expertise  36%

Robotic process automation/intelligent automation  35%

Continuous improvement and process design expertise  32%

Data analytics/management  29%

HR expertise  28%

Business Process Subject Matter Experts  26%

IT support for automation  26%

Audit and controls for automation  14%

Automation Production Management  8%

Automation grade business analysis  8%

Design authority  7%

Other  6%

who owns the intelligent automation (eg, rpa) 
strategy?

If you currently operate a Center of Excellence, 
which competencies does it support? 
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Mastercard’s Global Business Services Center (GBSC) is 
an SSO providing centralized global delivery of finance, 
transaction, accounting, billing, human resources 
operations, legal and franchise integrity services, to all 
regions and business units spanning 50 countries.

The GBSC has created a powerful end-to-end 
automation solution leveraging RPA and Cognitive 
AI. These innovative solutions greatly helped 
to automate manual and repetitive activities to 
promote quality, efficiency and productivity for 
enhanced business outcomes:
   Created 10+ FTE of capacity (or about 22,000 

hours of work in 2018) using robotics to perform 
repetitive tasks, freeing up resources to focus on 
higher value work 

  Delivered 60 bots during the past year, in less than 
2 years of starting RPA practice 

  Reduced loss and upheld compliance through 
cognitive forecasting and card validation solutions

AUTOMATION JOURNEY 
The GBSC automation journey started with the launch of 
the Finance Shared Services initiative in 2012. The initial 
objectives were focused on better leveraging inherent 
automation capabilities within the core back-office systems 
(Oracle ERP, Hyperion, Workday, etc.). This included select 
usage of third-party tools and the development of ad-

hoc scripts and tools. While this approach was beneficial, 
it didn’t fully satisfy the expectations of what a digital 
automation program could deliver. 

The result was a strategic decision to embark on a 
broader, more holistic automation and innovation 
initiative consistent with that used by top-tier shared 
services organizations combined with the utilization 
of new and emerging technologies becoming more 
established in the RPA and AI market: 
  In 2015, automation was introduced by homegrown 

capabilities including VB macros and cognitive 
capabilities using Python. These opened the 
possibilities for unattended automation. 

  In 2016, the GBSC evaluated RPA software and 
established an Automation program to deploy RPA 
using the solution. GBSC self-funded an internal 
innovation team and invested in infrastructure. 

  In 2017, GBSC trained operations business process 
experts in RPA to drive automation of manual 
processes and achieve of goal of deploying 25 Bots 
across GBSC business operations. 

  In 2018, GBSC increased staff and funding through 
operational savings and realized the delivery of 60 
total Bots helping to drive the automation of over 23K 
hours of work per year. 

APPROACH AND SOLUTION 
RPA offered an opportunity to evaluate operations and 
to automate repeatable, manual tasks. Leveraging best 
practices and information gleaned from various RPA/AI 
conferences the GBSC has created a digital workforce of 
automation solutions categorized into Observe & Report, 
Process & Record, Swivel Chair and Cognitive. 

To ensure adoption and success within the GBSC, an 
idea framework was established across the operations: 

  Submit Idea: Encouraged GBSC teams to submit 
automation ideas no matter how small using standard 
templates. Raised awareness through knowledge 
sharing and training program. 

  Validate Idea: Ideas are validated by “automation 
artisans” for value and complexity. They are rated with 
focus on automating high-volume tasks that are high 
value and low complexity. 

  Implement Automation: Used standards and best 
practices, and agile methodology 

  Celebrate Success: Communicated the benefits 
from the automation. Reward the submitter of the 
automation idea. Raised awareness by displaying the 
savings on office TV screens. 

  Monitor Automation: Continuously monitor for 
timeliness, efficiency and performance. 

CASE STUDY
Automation Strategy: 
Mastercard 
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BENEFITS 
Having deployed RPA throughout the GBSC, 
improvements have resulted in many aspects of the 
operations. Some select processes include: 
  Cash and Trades Reconciliation, Ticket Monitoring and 

Classification, Expense Reports 
  Report Generation and Distribution, Resolve Tickets 

and Remediate Issues 
  Data Scrubbing and Processing, Email Monitoring and 

Handling, HR Surveys 
  Quality Control, System Integration, Risk Escalation 

and Support, User Provisioning 
  Payment Preparation and Processing, Downloads 

Invoices and Statements, Auditing and Tax 

This includes generating valuable resource capacity for 
employees and enabling resources to be more focused 
on what matters most with regard to more complex 
activities that involve interpretation and decision-making. 

RESULTS
By the end of 2017, just a year after the start of the program, 
25 bots had been implemented. In 2018, this increased to 
a total of 60 bots implemented and improving operational 
efficiency and accuracy in what were previously manual 
tasks consuming valuable employee time.

In total, the RPA initiative and deployment helped the GBSC 
realize approximately 10-12 FTE efficiencies in the last 12 

months. This equates to the automation of over 23K hours 
of work per year and enabling employees to engage in 
more challenging and value-added work, while increasing 
overall customer satisfaction and turnaround time.

CHALLENGES 
Early on one of the biggest challenges was to increase 
commitment to automation while the GBSC was still 
being established and maturing. Evangelizing on how 
automation would be beneficial rather than a job 
replacer was also a challenge but ultimately successful. 
A key tactic was to directly engage functional teams in 
the automation discovery and implementation to help 
them understand the capabilities and the benefits of 
automation. An additional challenge was building the 
infrastructure that complies with existing Mastercard 
policies. This type of RPA infrastructure was somewhat 
new to Mastercard and it took 12 weeks to finalize the 
architecture and significant time to establish the 35+ 
server environment.

Lastly, RPA and AI requires focused efforts on talent 
building. Finding and hiring talent that has an 
“automation mindset” and passion to analyze and solve 
problems with automation is not easy and retaining such 
talent is even harder.

OPPORTUNITIES 
Today, the GBSC is managing all aspects of the 

automation program. This includes infrastructure, security 
and compliance, application management, automation 
strategy, and overall automation operations and 
implementation. While this has worked well the time has 
come to explore how this can further evolve and can be 
better organized for ongoing management and growth. 

The GBSC automation program has developed a 
very successful approach to driving automation and 
efficiency within internal operations. To continue to 
build off this success, and to further scale across the 
GBCS and beyond, it’s necessary to better leverage 
O&T partners and other internal RPA/AI teams in a more 
integrated and aligned fashion. This likely includes 
transitioning certain activities and/or pool resources. The 
benefits of this should include: 

1)  Creating capacity in the GBSC A&A team to support 
ideation of additional initiatives – focus driving 
operations efficiency, quality and savings via the 
delivery of automation projects 

2)  Enable support for O&T automation based on the 
GBSC platform and development resources. 

3)  Increase collaboration opportunities with other 
team such to expand implementation of Intelligent 
Automation efforts.
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04  
Proof of Concept 
Some practitioners experienced in RPA say 
that there is no need for a Proof of Concept 
(POC) – “The tool works, and that’s that!” Most 
organizations, however, prefer to start by dipping 
their toe in the water. This serves not just, 
  to deliver quick wins that can be pitched to 

senior management;
  but also highlights skills and resource issues, 

and helps get your house in order;
  gaps can be quickly identified, skill 

requirements addressed, and the necessary 
organizational structure can be put into place, 
tested, and improved.

A POC or Pilot is thus often the preferred route 
to “test and prove” RPA. Choosing the right 
process (see Section 1, above) is key. Process 
experts should be involved in the POC along with 
IT, audit, and representatives from the business. 
The POC highlights the benefits of RPA but also 
identifies critical gaps or hurdles. 

Gaining support from the right stakeholders is 
critical to a successful POC and subsequent 
rollout. SSON’s 2019 survey lists “essential 
stakeholders insufficiently on board” as the 
third most significant source of failures in RPA 
implementations. Automation is likely to touch 
processes that the business will consider 
sensitive and key to its support system. It’s 

important to convince stakeholders of the 
value of RPA by highlighting how it will improve 
performance and better meet business goals. 
Key factors are improved agility, better decision-
making, speed, reliability and compliance. The 
most effective approach is to identify business 
problems that RPA can solve, remembering 
that RPA is a business solution, not a piece of 
technology. It’s also important to be aware of 
“stall points” that may threaten implementation, 
and to outline a defense strategy. 

The business is a critical stakeholder and partner 
that you will need to get on your side. So too, 
however, are your IT and audit departments. Both 
may see the introduction of robots into critical 
processes as a security or compliance threat, or 
perhaps both. So, the sooner they are brought onto 
the project team as co-collaborators, the better.

It’s important to capitalize on the benefits of 
the POC by communicating results early, and 
thereby building support. Practitioners often 
report that once the POC has proved itself, the 
businesses line up with projects for automation. 
The ability to demonstrate that automation 
removes manual, non-value-added tasks and 
drives more valuable benefits will be key to 
gaining support during this phase. 

In order to track the success of the project, 

it’s important to baseline and benchmark the 
“as is” and chart relevant and agreed metrics 
throughout deployment. At any stage, you 
should be prepared to demonstrate exactly 
how automation is helping to better meet your 
business objectives.

This is also the time to address the anxiety 
unleashed by automation and its perceived 
threat to jobs. Most experienced practitioners 
confirm that far from reducing jobs, RPA drives 
more interesting, knowledge-based work. In 
addition, where businesses are expanding, 
automation makes it possible to incorporate 
increased scope without adding headcount (i.e., 
cost). Nevertheless, there is concern around the 
impact on roles and skillsets, alongside a general 
anxiety, both of which can seriously derail your 
automation journey. It’s important to prepare 
and support employees as they transition to less 
manual and more knowledge-based work, for 
example with more training and development. 
At the same time, management often shows 
reservations and concerns about managing a 
new hybrid workforce consisting of humans and 
digital labor. Again, adequate preparation and 
change support will be critical, particularly in 
providing management with the tools to gain 
confidence in the work being done by robots at 
any given time (e.g., through consoles).

What are the top 
benefits resulting from 
automation?

Enhanced quality and fewer errors 35%

Productivity increased, ability to  35% 
work 24/7

FTEs can focus on more value- 31% 
added work

Reduction in cost of service 24%

Enhaced controls/risk reduction  15% 
(compliance)

Too early, just launching 14%

Ability of SSO to take on more scope  13% 
w/out adding FTEs

Automated integration between  12% 
systems
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Ecopetrol, Colombia’s largest integrated oil & gas company 
and one of the top 40 oil companies in the world, identified 
process automation as a winning strategy for highly 
repetitive and manual processes. Over the course of one 
year, the company implemented 23 bots that automated 13 
activities related to portfolio management and collection 
processes, accounting operation, accounts payable, tax 
management, personnel benefits management and logistics.

The automation of these activities achieved high 
impact objectives for the organization, such as:
   Freeing up time for professionals to reinvest in 

value generation.
   Reducing processing time / increasing the 

capacity to address additional requests.
   Mitigating risk of human error and ensuring 

compliance with 100% controls.
   Improving service levels.
   Reducing costs

RPA was introduced in 2017, by developing two robotic 
Proof of Concepts (POCs) intended to understand the 
process and the efforts that would be required, and to 
identify the automation potential within the organization. 
Ecopetrol soon realized that RPA would significantly reduce 
execution times and errors related to human interaction – 
specifically those associated with the omission of controls, 

or poor execution thereof. The decision was made, 
therefore, to integrate RPA in 2018.

From the start, how the message was conveyed by SSC 
leaders was key, as they generated confidence about 
the benefits for employees, in terms of freeing up time 
to generate more value, rather than downsizing. This 
facilitated the adoption of RPA and generated a high level 
of commitment to complying with the planned delivery 
timing.

The implementation of RPA was driven by the SSC team, 
the digital factory, and supporting consultants, and 
developed on the Microsoft Azure platform. The initiative 
was configured as a virtual machine in the cloud. Here are 
the stages that guided implementation:

1. Planning and Design (Feb/Jun 2018)
•  Benchmarking RPA issues with other national companies.
•  Defining robotics service model with the Digital Vice 

President.
•  Defining automation success metrics.
•  Structuring criteria to evaluate potential process 

candidates.
•  Defining prioritization tool.
•  Designing supply strategy to guarantee demand.

2. Socialization and Implementation (Jul/Dec 2018)
•  Conceptualization: Socializing concept and criteria of 

potential processes to robotize with the SSC areas.
•  Applying prioritization tool and defining which robots to 

build.
•  Design: Structuring process flow from the robotic 

perspective.
•  Construction: Creating robot on defined platform.
•  Release: Ensuring the technical support documentation 

required.
•  Operation: Operation of robot in a productive 

environment in the stabilization phase.

3. Quantification of benefits, stabilization and continuous 
improvement (Oct/Dec 2018)
•  Customization of benefits according to success criteria 

defined in design phase.
•  Regular validation of compliance with value promise and 

robot performance.
•  DMAIC Assessment of indicator results.

In total, 246 man hours were saved and redirected to 
analytics and process control, and processing times were 
reduced by 20%, resulting in more flexibility for managing 
service demand. In 2019, bots will generate more than 
3000 hours of efficiency and incorporate artificial 
intelligence / analytics.

CASE STUDY
PROOF OF CONCEPT: 
ECOPETROL
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05  
Implementation SOURCing Model  
The sourcing model that guides RPA 
implementation determines the organizational and 
behavioral structures that drive policy and process, 
guide use case selection, and manage rollout, 
implementation, and administration of automation-
driven processing. The sourcing model helps 
determine process selection, manages resources, 
manages growth and scale, and tracks benefits 
against costs. 

There are broadly three options for implementing 
RPA: in-house, outsourced, or hybrid. 

Based on SSON data, most enterprises are currently 
opting for an outsourced approach. Just under half 
of enterprises implementing robotic automation 
are currently relying on a third-parties to deliver 
the solution (outsourced, 44%); nearly a third are 
building on their own internal capabilities via third 
parties (hybrid, 31%), and a quarter are forging 
ahead on their own (in-house, 25%). 

Each model has its specific pros and cons and the 
right decision will vary according to budget, ambitions 
for building up an RPA competency, and urgency. 

Developing a solution in-house drives knowledge 
and capacity, which are valuable, but takes longer. By 
outsourcing automation to a proven solution provider, 
the wins are integrated faster, but process intimacy 
and knowledge are lost, and cost can be higher. 
A relevant degree of hybrid approach generally 
provides the best of both options, with knowledge 
still developed and retained. However, there remains 
the challenge of managing external contracts. 

Each model offers a variation of expertise, time 
and cost. Those faced with an urgent short-term 
problem may decide an outsourced solution is 
right; those building up a competency-based model 
to scale across the enterprise may recognize the 
value of building internal capability.

IN-HOUSE OUTSOURCED HYBRID

How are you managing RPA deployment?

A view of In-House, Outsourced, 
and Hybrid RPA Models

25% 44% 31%
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  Executive 
sponsorship

  Investment 
capabilities

  Existing 
organizational 
grounding

  Staffing
  Strategy
  Planning
  Control & audit

  Knowledge 
acquisition

  Start-up cost

  Immediate business 
pressure that needs 
to be addressed

  Sponsorship 
attainment

  Speed
  Responsibility

  Wins are not 
integrated

 IT Governance
  Knowledge retention 
and expansion

  Resistance
  Price

  Strategy and 
governance, which 
drives prioritization 
and benefits

  Choice and 
implementation of 
technology

  Management 
of production 
automation

  Fewer political 
repercussions

  Self-contained
  Faster 
implementation

  Not developing your 
knowledge

  Contracting 
challenges

 Reliance on third parties  44%
 Building internal capabilities  31%
 Recruiting team members  25%
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At Boston Scientific, the Shared Services vision is firmly 
set on a future version of Global Business Services that 
leverages digitalization and technology advancements 
to reflect the changes in real-world dynamics at the 
corporate level. This “Global Capability Center” type 
organization will eventually evolve into a “Global 
Intelligent Enterprise” making heavy usage of many of the 
concepts being bandied around today. Accounts Payable, 
for example, will be entirely transformed as processes 
operate via blockchain.

The Center plans to make extensive use of robots operating 

with business intelligence, leveraging the capabilities 
already being developed but integrating them across 
the organization to drive enterprise intelligence through 
everything, thus fostering the collaboration of people and 
bots to transform enterprise operations. 

The key decision was whether to buy or partner or build 
this capability.

To start, Boston Scientific opted for a three-pronged 
approach that included buying some of the solutions; 
leveraging an external partner for their expertise in other 
cases; and building some solutions themselves to provide 
an advantage for the long-term.

The outsource partner is playing an important role here. In 
partnering, Boston Scientific is tapping into the innovative 
technology capabilities of a third party as opposed to 
doing everything inhouse, which would require extra 
resources and management. Through the hybrid model, 
Boston Scientific is tapping into the expertise of providers 
with an eye on leveraging innovations to drive significantly 
improved benefits and incentivizing its partner through a 
gain-share approach. 

One challenge is that all parties involved are having to 
rethink the billing model in the age of the digital workforce, 
i.e., robotics working with humans. Traditional FTE-based 
billing simply does not reflect the benefits of RPA.

CASE STUDY
CHOOSING THE RIGHT OPERATING MODEL: 
BOSTON SCIENTIFIC
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06  
Center of Expertise 
Irrespective of the overall implementation sourcing model, 
an increasingly common feature of RPA deployment is 
the Center of Expertise or COE. The COE is a specialized 
resource that is highly proficient in technical problem-
solving. It optimizes the use of “expert” human resources 
as part of a modern Shared Services operating 
model, supporting problem-solving based on specific 
competencies, like RPA.

As of early 2019, two-thirds of global shared services have, 
according to SSON, set up a COE to support specialist skills 
like RPA. Indeed, RPA is one of the two top competencies 
provided by COEs, according to SSON’s 2019 industry survey.

The COE manages solution development, stakeholder 
enablement, skills development, project delivery, and vendor 
relationships. It also oversees the automation project pipeline, 
manages project prioritization, standards, governance, 
business engagement, and benefit realization. The COE 
is especially well-suited to scaling up automation across 
the enterprise, post a successful POC, as the standardized 
approach to automation ensures consistency in deployment.

Typical operating models for RPA COEs are Centralized, 
Federated or Hybrid.

A centralized model provides unified support for all business 
units, builds higher levels of expertise by integrating 
lessons learned / best practices, and delivers standardized 
deployment. However, due to the disparate needs of business 
units served there is a challenge around project prioritization, 
scale and communication with distant businesses.

A hybrid model includes a main COE setting standards and 
serving multiple business units, linked to smaller COEs that 
are dedicated to individual business units, determined by 
need and specialization. Complex projects can be delivered 

from the main COE, with smaller centers handling medium 
complexity work. In addition, the smaller COEs build up 
specific process knowledge. The downside could include 
knowledge discrepancy between larger and smaller centers, 
and a non-standardized approach to deployment and 
implementation.

A federated model is characterized by COEs embedded 
within each business unit. The advantage for the business 
unit is complete control over projects and prioritization, 
along with highly sophisticated process knowledge. This 
is offset, however, by limited best practices shared, and 
inconsistent deployment, as well as work and roles being 
duplicated, and not necessarily fully optimized, across 
the enterprise. There is also the risk of multiple, different, 
RPA software tools being purchased as a result, without 
leveraging buying strength and consistency across the 
enterprise.  This would also mean that multiple different tools 
will need to be managed and maintained.

No matter what model is chosen, the quality of staffing is a 
core determinant of success. The COE should provide cross-
functional support with the clear objective of deploying 
automation across the enterprise as efficiently as possible. 
Skills required include process reengineering, business 
change, lean, operational, and IT development, as well as 
relationship management and negotiation. In addition, the 
team will need engineers that understand server installations; 
solution architects to guard end-to-end performance; 
specialists that design and test automation; business analysts 
offering subject matter and process expertise; supervisors 
to manage the virtual workforce; and service support for 
technology.

The strength and maturity of the COE is emerging as a 
critical determinant of enterprise RPA success.

Automation 
development & testing

Center of 
Excellence

Program management 
& governance

RPA training & 
communications

Consistent 
tools, 
templates & 
standards

Metrics 
& value 
capture

Stakeholder 
engagement 

& sponsorship
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CASE STUDY

The challenge: a global food retail giant operating across 
6,600+ stores, in 10 countries and across 20 brands, sees 
the online portion of its business growing significantly 
faster than the traditional brick and mortar segment. 
Innovation in the shape of RPA is a key strategy to drive 
improved efficiency and effectiveness across business 
processes.

The key priorities to ensure future success at 
Ahold Delhaize are:
   developing world-class digital capabilities;
  driving performance through data analytics 

insights (i.e. more personalized offering); and
  leveraging efficiency and effectiveness in business 

processing to generate value.

RPA’s ability to operate 24/7; its speed, compliance and 
auditability; enhanced data quality; scalability; and a 
payback period of under one year; made it an interesting 
opportunity for Ahold Delhaize.

The RPA capability was centralized in a Center of 
Expertise (COE) located within the Business Services 
Finance group, as this group already had experience in 
continuous improvement methodologies. In addition, 

“efficiency” was the basis of the Business Services 
Finance group’s modus operandi. 

Change management, so critical to transformation, was 
already well represented within Business Services, and 
RPA was recognized as a logical next step to business 
process improvement.

The implementation of robotics was first initiated 
through Ahold Delhaize’s BPO partner in 2016. The 
outsourced finance processes quickly ramped up to 
40 bots. It was the success of this project that, in turn, 
drove Ahold Delhaize’s team to consider RPA in its own, 
non-outsourced, business processes. 

Working with a consulting firm, a “quick scan” of 
potential automation opportunities identified 188 
processes as a good fit. This was followed up with 
an intensive communication and training schedule, 
also supported by the consulting partner, to engage 
employees and stakeholders. Communications extended 
to IT, business, and finance, and touched everyone who 
would somehow be impacted by automated processing. 

In total, 200 employees were trained at a high level on 
automation, of which a smaller group received advanced 
training for spotting business opportunities. In addition, 

10 were trained as RPA developers to build automation 
under the guidance of the COE, and 10 more were 
trained as bot controllers (bots are treated as virtual 
employees and, therefore, form part of a team of human 
employees and are managed accordingly).

The initiative has been very successful with more than 
115,000 hours returned to the business in the first year. 
The key successes have been significantly more engaged 
employees; process excellence; and the development 
of an in-house COE for RPA, which is driving significant 
value for the business, and will be rolled out across more 
countries and operations next year.

One measure of the program’s success is that it’s no 
longer necessary to “push” automation to the business. 
Instead, today the business is “pulling” from the COE. 
The appetite for RPA solutions is increasing, and a 
template now provides a standardized approach to 
evaluating the opportunities being brought in. 

Looking forward, the COE will be taking a leading 
position in driving automated efficiencies and improved 
effectiveness across Ahold Delhaize. RPA is a good start 
and it has proven a valuable business tool but is just the 
beginning.

SETTING UP RPA WITHIN A CENTER OF EXPERTISE:  
AHOLD DELHAIZE
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07  
Automation Roadmap
To leverage the full potential of RPA, it should be 
approached and managed holistically, with progress 
charted using an Automation Roadmap. This visual map 
offers stakeholders, teams and customers a means of 
orienting themselves at any stage of the project. 

The roadmap outlines the building blocks and 
lists each stage, requirements and objectives. The 
Roadmap should parallel the enterprise shift to 
digitalization. It also allows you to map your journey 
forward, through scaling and the integration of 
new emerging technologies like Machine Learning, 
Cognitive and Artificial Intelligence. The document 
forms a basic guide for the development team, who 
are responsible for getting from the “as is” to the “to 
be” state.

The roadmap also provides the blueprint for 
building and launching the COE, recommends 
processes to automate, identifies and guides 
training requirements, helps with vendor selection, 
and sets out the change management and 
communication needs. It effectively outlines and 
guides the lifecycle of the automation and sees it 
through its evolution.

A word of caution: In drawing up the automation 
roadmap, don’t forget the old adage that “it is 
better to eliminate than automate or relocate.”  
You should avoid the temptation to automate or 
arbitrage a process that should not be there in the 
first place! It is better to improve an end-to-end 
process and eliminate unnecessary steps, activities, 
inefficiencies and duplication, rather than simply 
automate an unnecessary or bad process.

01 02

03

04

05

07

08

Decision Making
Identify right process with high 
ROI and easy to implement

Blueprint
An assesment on the 
processes identified 
and estimate ROI 
estimation

Stakeholders
Identifying 
and preparing
stakeholders 
including partners

POC
Carrying out POC 
as per scope

Benefits
Measuring and validating benefits – 
Qualitative and Quantitative

Way of life
Making robots part of 
day-to-day operations

Explore
Identify the need 
for automation

06Rollout Roadmap
Preparing roadmap 

for end-to-end rollout
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Mondelēz Business Services’ (MBS) supports Customer-, 
Supplier-, Finance-, Real Estate-, Master Data-, and 
Employee Services. In order to drive incremental savings 
and improved revenue growth the organization realized 
it needed to address the E2E process and established 
an Intelligent Automation program to leverage robotic 
process automation (RPA). The objective was to make 
IA the next key strategic enabler for all businesses and 
functions; leverage IA as a competitive alternative to BPO; 
and to deliver significant run rate savings year-on-year.

IA was recognized as a means to:
   Further transform the E2E processes via 

standardization, centralization, process enhancement 
leveraging RPA, machine learning, and IA 

   Deliver sustainable cost reduction by simplifying 
processes and operating model, reducing rework 
and automating repetitive activities

   Enhance customer experience by reducing lead times 
and error rates and accelerating operational change

   Reduce operational risk by eliminating variability 
of processes and embedding local and global 
regulation

   Improve process / security controls 
   Make jobs more attractive by eliminating 

transactional work

In order to achieve this, MBS implemented a global 
COE to manage & scale IA. The COE drives and owns 
the enterprise wide IA strategy in terms of adoption, 
implementation and governance. It ensures the standard 
& consistent use of IA across Mondelēz and is accountable 
for global performance and benefits tracking. 

Mondelēz identified the Business Services group as the 
best team to lead the development and execution of the 
enterprise IA strategy. 

AUTOMATION METHODOLOGY
The E2E global IA methodology encompasses the 
following components:
1)  Enterprise strategy / governance – Sets enterprise  IA 

strategy, roadmap, metrics, portfolio management, and  
delivery coordination across stakeholders.

2)  Identification / opportunity assessment – Supports 
identification of IA opportunities across Mondelēz using 
ROI / data / process driven approach.

3)  Implementation – Current state analysis, design of 
future state, development of IA BOTs, testing, and 
implementation.

4)  Run – On-going management and monitoring of 
automated processes and robots in production.

5)  Enablement – Support program/change management, 

and risk / compliance of the automated processes  
while administrating and maintain an IA methodology, 
process, tools, and templates.

MBS developed a flexible, transparent methodology 
to manage the lifecycle E2E, typically 10-12 weeks. The 
operating model components (above) consist of the 
following critical elements:

Process & ROI first – To achieve automation Mondelēz 
assesses the E2E process and leverages leading practices, 
benchmarks, case studies, assessment tools, and process 
experts to identify its suitability for automation. A “Process 
/ ROI first” focus ensures the right solutions are being 
recommended to ensure the business has visibility to all 
the levers.

Agile implementation model – The implementation 
model integrates a rapid design of the future state, 
incorporating process improvements with automation. 
It enables stakeholders to quickly experience / test the 
development of the robot through multiple sprint reviews 
to ensure requirements and code fixes are met prior to user 
acceptance testing, to ensure a fast and a successful go live. 

Easy to consume “pay as you go” pricing model – 
Mondelēz implemented a transparent, scalable, and easy 
to use pricing model comprised of the following:

CASE STUDY
Automation Methodology & Roadmap: 
Mondelēz Business Services
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  1-time fee to identify automation opportunities 
  1-time fee for implementation based on process complexity 
  Annual price per BOT 

Delivering the “right” resources at the “right” time – MBS 
developed a “lite” IAaaS organization structure that utilizes 
on demand resourcing. Process subject matter resources, 
process analysts, solution architects, developers, program 
managers, and BOT controllers manage the entire end to 
end lifecycle. 

Change Management – Communications, stakeholder 
engagement, and organizational change are supported by 
a change management program. The focus is on new ways 
of working. 

Technology as a service – In order to provide IAaaS faster 
and less expensively, Mondelēz International hosts the 

development / testing / production environments of each 
robot on their consultant’s cloud environment. This requires 
little upfront investment in infrastructure while providing 
stakeholders with a comprehensive technology platform 
that can evolve. 

BENEFITS
The program is generating hard dollar savings through 
FTE synergies coupled with qualitative benefits. Business 
stakeholders see improvements beyond FTE synergies, 
e.g., from global process harmonization: 50+ processes 
in Employee Services were harmonized into a single 
global process. 

The initial success of this program is creating a “buzz” 
whereby stakeholders are “pulling” the IAaaS into 
opportunities that can be prioritized by the COE. 

Benefits achieved: 
  On track to achieve significant run-rate saving year-on-year 
  Qualified pipeline of IA opportunities across the global 

enterprise achieving substantial financial benefits 
covering  100+ processes within 4 different regions 

  Averaging 4X return on investment for every in-scope 
process 

SUMMARY
The program is based on a process led automation 
transformation where the focus on the end to end process 
and business outcomes through every step of the IAaaS 
lifecycle. A process mind-set ensures the benefits are 
maximized and realized via a holistic approach that 
leverages the agility IAaaS offers in tandem with end-to-end 
process, operating model and core-platform changes to 
enhance benefits.
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Final Note: Managing  
a Hybrid Workforce
Automation releases humans from a process flow and enables 
these resources to be redeployed to higher value-added 
activities that support the business. However, performance 
is driven by people, process and technology. Pushing the 
technology lever will not, on its own, drive performance. 
People and process need to be aligned. How the human 
workforce is managed during and after transition, therefore, 
will greatly impact the success of your automation project.

There is another lucrative opportunity presented through the 
digital workforce around “robotic arbitrage.”  Similar to labor 
arbitrage in the traditional offshoring model, which has been 
used very effectively in manufacturing, Shared Services and 
Business Process Outsourcing for the past twenty years, it is 
basically about the opportunity to replace higher cost human 
activities with lower cost bots. This has meant that the choices 
in relation to arbitrage now have multiple elements to it: some 
related to location of labor, and some related to replacing 
human activity with robotized activity. One of the advantages 
of robotic arbitrage is that it offers the opportunity for activity 
to remain “closer to the business” that it supports, rather than 
being relocated to another region or country.

Resistance to change is a given. No matter how mundane 
the work, there is comfort in that which is known. Enterprises 
that succeed with RPA have often chosen to introduce 
robotic automation as “digital assistants,” giving them names 
and personalizing them. This approach helps employees 
understand that RPA is a solution that allows them to really 
focus on the work at hand, instead of being bogged down 
by manual activities. Driving home the benefits of a “digital 
assistant” can make this change desirable. 

Providing early, consistent, and honest communication in 
explaining how automation will impact individual employee’s 
work is the best approach. However, it is important to phrase 
these benefits in language that employees understand. In 
other words, the benefits must relate directly to their work. 
Emphasizing the positive impact on customer experience, 
and how improved skills will offer a more satisfying career and 
new job opportunities is a good incentive. What is critical is 
that employees should not be pushed into roles they are not 
prepared for. This will only cause anxiety, may lead to attrition, 
and can cause the project to veer off the roadmap.

Leveraging existing change management expertise from 
previous transformation projects is an enormous help. HR 
and Learning & Development should be brought in at an early 
stage to identify skills gaps and set out a relevant training 
development plan. This should start well in advance of the 
implementation, at the POC stage. 

Today, people are more open to embracing digital change – in 
their private life as well as at work. Organizations should take 
advantage of this digital wave to bring their employees into 
the increasingly more automated world of work. The idea of 
software helping teams to be more efficient is an exciting 
prospect and should lead all your communications. RPA enables 
further digitalization, increasing enterprise competitiveness and 
supporting greater success for all employees. 

RPA is not an option. It’s an imperative. 
Best of luck on your journey.
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RPA is a flexible software tool to 
automate manual activity for the 

delivery of business processes or IT 
services by replicating the actions 
of a human being interacting with 
the user interface of a computer 

system

RPA software is non-invasive, as 
it sits on top of existing systems, 

without the need to create, replace, 
or further develop other platforms; 
the RPA software accesses other 

computer systems through 
user interfaces with a logon ID 
and password (like a human), 
and through the presentation 

layer, so no underlying systems 
programming logic is touched

RPA is enterprise-safe as it is a 
robust platform designed to meet 

enterprise IT requirements for 
security, scalability, auditability, and 

change management

RPA has the ability to cross 
multiple systems, and include 

multiple decision points / 
calculations so it is not limited to 
working with a single instance or 

package 

RPA requires an electronic input or 
trigger to commence working, it 

does not self-initiate 

RPA is business user-friendly, 
there are low requirements for 
technical support and standard 
functionality typically originates 
inside business operations, not 

IT. RPA is easy to configure using 
an interface with code generated 

behind the scenes 

RPA has a substantially lower 
economic threshold compared to 
traditional ERP implementation, so 
it can be applied more broadly in a 

cost-effective manner

RPA is most suited for rules driven, 
data-intensive processes that are 
repetitive in nature (e.g. execution 
of data entry into SAP or a full end-

to-end business process)

RPA is also ideal for work-flow 
processes that can be performed 

against a set of business rules 
programmed to either start and 
stop at a designated time or to 

repeat processing on a  
continuous cycle

RPA is not artificial intelligence; 
it is a software application that 

processes data inputs in a linear 
fashion, choosing the next path in 

accordance with predefined specific 
criteria – it does not make subjective 

judgements or learn to interpret 
rules as human operators can

Top 10 Things to Know about RPA
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Do you have clearly defined end-to-end processes?
It is one thing to have commonly understood 
processes and another to have them clearly 
defined. The latter means having each part of the 
process flow documented to show the clear roles, 
responsibilities, expectations, and performance 
criteria including handoffs between various 
parties (e.g. Human Resources Business Partner 
and Benefits Specialist). This view allows for the 
identification of opportunity areas in the flow 
for RPA that show a clear scope and operational 
parameters for its application.

Are these processes consistently adhered to by 
your people?
Having the processes clearly defined and 
documented is the starting point. The promise 
is to improve performance by automating a set 
of repetitive tasks, consistently performed. If 

The Future
Providers are already pushing forward with 
increasingly cognitive solutions that are building 
on process automation. These incorporate the 
ability to learn, adapt, and work with unstructured 
data across more complex processes. Machine 
Learning is one such example. In addition, 
many organizations are listing AI on their 
implementation plans for the next year. Still in 
its infancy, its impact promises to reach into 
more “human” work, managing higher degrees 
of complexity and decision-making, automating 
end-to-end process workflows more efficiently 
and offering more value.

To scale beyond an initial set of use cases and 
contribute more strategically, intelligent automation 
needs to move from being a tactic to being part 
of a digital strategy. The digital strategy will define 
how to exploit this new robotics capability and then 
leverage more cognitive solutions.

Few organizations currently have a robust digital 
strategy in place to manage and drive their RPA 
implementation to enterprise scale. 

By defining and committing to a robust digital 
strategy, organizations will be well positioned 
both for today, as well as for what’s to come.

the practice differs from the process, at best the 
automation will not enhance the performance 
beyond current levels. At worst, if there is a high 
degree of exceptions and inconsistencies the 
automation will require additional steps that risk 
amplifying the underlying inefficiencies in the non 
standard process.

How much time and effort do the proposed RPA tasks 
take today, with human operation?
RPA can reduce an hour’s worth of work into a 
minute, but it requires proper design, setup, and 
calibration to achieve that result. So, in addition 
to the financial Return on Investment (ROI) there 
should be an effort-based ROI consideration. 
Changing out tasks behind the same operation is 
of negligible benefit to the organization. Similarly, 
automating a declining or sun setting task 
(being phased out) may require more effort than 
continuing the current human based operations. 

RPA has a lower economic threshold and requires 
less specialized resources to establish than ERP, 
so it should extend the benefits of automation 
further than has been possible without becoming a 
standardized solution to all high volume, repetitive, 
rules based human tasks.  

What is the organization’s technology roadmap for 
the future?
Start by clearly defining processes, ensuring they 
are standard and seeking high return automations. 
RPA lowers the threshold to realize the benefits 
of automation and serves as a bridge where 
integration or new systems are not plausible. 
Organizations should not “reach first” for RPA where 
more robust solutions such as ERP implementation 
or integration are more appropriate. Instead, RPA 
should become another “tool in the toolbox” for 
ensuring the technology roadmap delivers the value 
envisioned in your digital strategy.

WHAT to Ask When Considering RPA
By Craig Ackerman, Global Head of RPA, Chazey Partners
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About The Shared Services & 
Outsourcing Network (SSON)
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 SSON Analytics
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 chazey partners
Chazey Partners is a practitioners-led global management 
consulting firm supporting Shared Services, Business 
Transformation and Intelligent Automation.  Chazey 
Partners’ Automation Methodology can support all phases 
of your digital transformation to ensure an appropriate 
strategy and program for delivering tangible, lasting 
benefits and return on investment.

We pride ourselves in helping businesses and public sector 
organizations achieve operational excellence in the delivery 
of mission-critical business services; including Finance, 
HR, IT, Procurement, Facilities Management, Customer 
Helpdesk, and many other support services. For over 14 
years, Chazey Partners has helped our clients implement 
successful service delivery solutions in the US & Canada, 
Latin America, Europe, Middle East, Africa, Oceania and 
Asia.  Leverage our experience for your success. 

www.chazeypartners.com
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