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BENEFITS

Path

PHASES OF AN RPA PROGRAM

Many organizations after a successful pilot struggle to define a path forward to a successful ramp-up of
their automation program: a preparation phase is needed

Phase One
A Successful Pilot

*  Few processes automated

*  Early time savings achieved

* |IT environment understood

*  Small group of RPA specialists
trained

*  Issues specifics to the
organization discovered

*  Technology fully tested

Phase Two
Roll-out Preparation

*  Engaging and securing key
stakeholder’s and C level backing

*  Defining the scope of the RPA
program

*  Developing a high level automation
roadmap

*  Agreeing on a delivery approach

*  Securing funding for the program

*  Designing an operating model

Automating next wave of quick wins
to keep momentum while building
strategic approach

Phase Three
Full Rollout-Industrialization

* Implementing process
automation roadmap

*  Fully building your capabilities
according to the chosen delivery
model and knowledge transfer

C Integrating new automation
technologies (e.g. Intelligent
OCR, chatbots, Al)

TIME




Path

MAIN TASKS OF A PREPARATION PHASE

During the preparation phase organizations need to secure the backing of the C level and build a realistic
roll-out plan

Engaging key stakeholders Defining the scope of the Developing a high level
and securing their backing RPA program automation roadmap

Agreeingon a Building a high level business Designing an
delivery approach plan & securing funding operating model




- A ENGAGING KEY STAKEHOLDERS
UilPath

It is crucial to engage the C level and key stakeholders as soon as the early benefits of an RPA pilot are
visible

WHO WHY

CFO It will become crucial to have CFO support to be able to properly fund the RPA roll-out program

Heads of major Business Units These are the ultimate beneficiaries of RPA, and their consent and support will be required to modify and
and departments automate processes

Head of support services More often than not the head of support services (GBS) tends to be the early sponsor of an RPA initiative as
quite often RPA is first deployed in back office functions

Clo While RPA tends to be more business led, CIO and IT should not be ignored as IT’s full backing is a pre-requisite
to a successful RPA program

Chief Personnel Officer The deployment of RPA will be a source of anxiety among staff and it is important to enroll the help of the HR
department to create a communication and change program accordingly

IT Security IT security specialists need to feel reassured that RPA will not be breaking any security rules and that it is in
full accordance with the organization’s security protocol

Chief Compliance Officer & As RPA will modify some processes and alter issues such as segregation of duties, it is important that an organization chief compliance officer
Internal audit and the internal audit team are involved and their concerns addressed upfront and that an ongoing collaboration is established with them
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KEY DIMENSIONS
OF SCOPE

Functions
B

Which functions will be covered by
the RPA program: only back offices
functions (e.g. finance, HR,
procurement) or also front office
functions (e.g. customer support,
sales)

DEFINING RPA PROGRAM SCOPE

Entities

-

How many entities / business
units should be covered?

Geographies

Should the program include all
geographies or should be limited to
only few locations?

The scope can be staged and conditional to some milestones being met, but it is highly recommended that these are explicit
and that the ambition of the program be known at the onset

Ideally, in agreement with key C level stakeholders, the first question to tackle is the scope and ambition of
the program

The Scope and ambition of the
program will have direct
implications in term of:
Delivery Approach

Operating Model

Level of Funding



. C DEVELOPING AUTOMATION ROADMAP
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/';'g';s;f\‘n’ghT Prior to engaging into a roll-out it is useful to have a “heat map” of the automation potential across at least
CRITERIA a sub-set of the organization
ILLUSTRATIVE
POTENTIAL Pnonty 2 GL3
L
* Rule driven process *  Human judgement
*  Number of FTEs *  Error rates
*  Electronic data availability = *  Process continuity
* Frequency * Data sensitivity AP4
E
z
2
COMPLEXITY 5
TAX3,
*  Number of IT systems employed x
« IT systems technology lAR1 FAZA9
*  Process documentation availability :
* Level of process standardization

COMPLEXITY
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THE 8 STEPS OF
AUTOMATION

D) AGREEING ON DELIVERY APPROACH

To determine the delivery approach, it is important to first understand the different stages of the
automation life cycle and make the distinction between business and technical steps

Business Steps

Step 1
Process
identification

The application of
a methodology by
which the right
processes are
chosen and
prioritized
according to their
potential and
complexity.

e O

Step 2
Process
assessment

The analysis in
detail of
processes to see
if the potential
and complexity
assessed at first
still hold and to
assess the extent
to which the
process can
actually be
automated.

Step 3
Process
redesign

Invariably, upon
automation,
organizations
discover that
their processes
are not as
standardized,
optimized,
documented or
followed as they
thought. Hence,
thisis an
opportunity to
optimize the
process.

Technical Steps

Step 4
User stories
definition

The description
of the process to
its most detailed
steps and
understanding
potential
exceptions
(technical and
business) in order
to develop robust
RPA workflows
that will be
passed on to RPA
developers

Step 5
Development

In this step,
based on the
work done in step
4, actual RPA
workflows are
programmed and
the process is
automated.

Step 6
UAT

The automated
process is tested
to observe its
behavior and to
correct potential
bugs and catch
potential
exceptions that
might have been
missed during
step4 & 5.

Step 7
Hyper-care

It is recommended
that, for a period
of 2 weeks, the
process be
carefully
monitored by the
team who
developed the
automation to
correct any
remaining issues
until a high level of
reliability is
reached.

Step 8
Operational
support

In this step the
robot performance
is continually
monitored
Workflow errors
are tracked and
fixed

Automation scripts
are updated when
needed



D) AGREEING ON DELIVERY APPROACH

Ui|Path

A mixed delivery model with in-house and external teams could be used Insourced @
throughout the automation cycle and evolve overtime Dutsourced @

Co-sourced @

Step 1 Step 2 Step 4 Step 8
Process Process Step 3 User stories Step 5 Step 6 Step 7 Operational
identification assessment Process redesign definition Development UAT Hyper-care support

-

Full in-house
RPA team

Mixed process assessment
and automation teams
internal process identification
and support teams

Mixed automation teams
with in-house process
assessment and
maintenance teams

I

Full outsourced
RPA team

QO OO
O 000
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SECURING FUNDING

Combining the results observed at the pilot stage and the high level roadmap with decisions about scope
and delivery model, a business plan can be built as a foundation to secure funding for the program

INPUTS

Results from the pilot:
Reduction in time observed
Cost and length of automation

BUSINESS PLAN

# of Processes Developed

FTE repurposed

Scope:
Hypotheses about timeline
Overall benefits

High level roadmap:
Hypotheses about benefit to be
expected

Delivery approach:
Hypotheses about costs of
development & support

Total Quarterly Costs

Quarterly Net Cash flow

>
Quarterly FTE Savings for Capacity
Repurposed
Total # of Bots deployed
> Total technology costs
Total development cost
>

Total operational support cost

YEAR 1 YEAR 2 YEAR 3

7 10 9

21.0 25.0 18.0

S600,287 52,222,818 53,257,250
13.7 21.3 255
525,927 536,858 242 836

IN HOUSE (51 - 54) - DEVELOPMENT OUTSOURCED (55 - 57)

5480846 315,943 5224,743
523,935 553,000 553,000
5530,708 5405,890 5320,668
569,579 51,816,927 52,936,581

OUTPUTS

Cash flow

ROI

Total funding requirement

Milestones

Understanding most sensible
variables

Most organizations under estimate the
cost of development and maintenance

@ Like with all new technologies the
business plan will need to be revisited
periodically as some hypothesis will be
fulfilled or not



DESIGNING

UilRPath AN OPERATING MODEL
I KEY DRIVERS OF The operating model for RPA will ultimately be determined by four factors: the maturity of the RPA
AN RPA OPERATING . . . . ) . L.
MODEL deployment, the scope, the chosen delivery model and finally the organization’s existing structure

- Scope

Narrow vs. Large

Delivery Model

Insource vs. Outsource

Existing organization

Centralized vs. Decentralized

Maturity

Build vs. Run
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RPA PROGRAM
MATURITY

Path

“ﬁ Center of Excellence

& CoE

Main tasks

Assess and prioritize few
processes to be robotized
Develop RPA and put into
production robotized processes
Further train people

Set-up working model with IT
organization

Interact with RPA vendor

Modus operandi

Project based
Informal

Agile

Ad hoc

Limited funding

The operating model will obviously need to evolve as an organization matures from the early stages of
automation to a more mature run mode

Robotics Operation Center

ROC

Main tasks

Ensure smooth functioning of
existing robots

Continue to automate new
processes

Manage changes (process
change, application change,
decommission etc.)

Perform security / compliance
functions

Interact with the IT organization

Modus operandi

e Structured

* Defined budget
* Operational SLAs



DESIGNING

UilPath AN OPERATING MODEL

OF AN RBA During the preparation phase all five components of the evolving and future operating model need to be

I KEY DIMENSIONS
ORGANIZATION tackled

B e in

SKILLS STRUCTURE

& atl

GOVERNANCE PROCESSES
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UilPath AN OPERATING MODEL

SKILLS STRUCTURE GOVERNANCE PROCESSES
BE;’E';LA‘T’IFONAL The first issue to consider is the role or level of operating responsibilities an organization wishes to give to
RESPONSIBILITY its RPA organization

The RPA unit The RPA unit

as an advisory type of COE as a strong operating
center

* It acts mainly as the guardian of methods and
tools for automation throughout the

organization * It has the main responsibility for

delivering and maintaining the digital

* It may ensure that proper training are provided workforce

to the entities in charge of implementation
* Itinteracts with business units and IT

* |t can act as the main interface with an organization to do so

outsourcing partner in case a managed service
delivery model has been chosen. It remains the
main point of contact with RPA vendor

* It has SLA with its internal clients

* Itis fully staffed to cover all functions

It has no responsibilities in terms of delivering or required to deliver on its mission

maintaining automation
* Itisthe only interface with

automation vendors and IT on

* The responsibilities are within the IT
automation issues

organizations and/or business units or with third
parties depending on delivery model chosen
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Process Subject
Matter expert

RPA Scrum
Master

RPA Process
Analyst

RPA Solution
Architect

RPA Developer

RPA Controller

IT Security
Specialist

IT Infrastructure
Specialist

DESIGNING
AN OPERATING MODEL

This is a process expert that will provide her
input in step 1to 3

This is in effect an automation project
manager using the agile approach

Her role consists of understanding in detail the
process and business requirement and propose
a new process design suitable to automation

Works hand in hand with business analysts and
developers to ensure solidity of design and
development work

Develops the automation based on user stories,
participates also in UAT and hypercare

Monitors and optimizes robots performance,
performs root-cause problem analysis

Interface with IT organization and ensures that
all IT security best practices are followed

Interface with IT organization to ensure that IT
infrastructure is ready and compatible for
robots deployment and maintenance

Step 1
Process
identification

Step 2
Process
assessment

1<

SKILLS

Step 3
Process
redesign

STRUCTURE

Step 4
User stories
definition

GOVERNANCE

Multiple skills are required to develop and maintain an automation program

Step 5
Development

Step 6
UAT

Step 7
Hyper-care

Step 8
Operational
support




DESIGNING
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AN OPERATING MODEL

SKILLS

STRUCTURE

GOVERNANCE

PROCESSES

In addition to the level of operational responsibilities the RPA organization will have, it can operate with
different levels of centralization

DECENTRALIZED

* Deploy robotics resources embedded in global
functions and/or geographies

e Standards and policies managed centrally and
distributed across various initiatives

Most likely when:
* Organization itself is decentralized
* Resources are not scarce

Pros:

* Better knowledge of local business needs
* Closer to end-users

* Faster deployment

Cons:

* Less consistency in application of approach and
tools

* Lower optimization of scarce resources

* More expensive Smaller units might not be served
at all

2

HUB & SPOKE o —

e Centralizing most of the development and support
functions while creating spokes of process
assessment and redesign closer to end users

Most likely when:

* The organization has business units/geographies
large enough to host a “spoke”

* The RPAROC is willing to share some
responsibilities with the end-users

*  When a prior “lean” organization can be leveraged
for RPA

Pros:
* Good balance between cost efficiency and speed

Cons:

* More complex organizational set-up

* Requires good collaboration

* Requires good common training to keep
consistency

CENTRALIZED

Centralizing all robotics resources and function into a
single location.

Deploying efforts locally on project by project basis
and developing and maintaining remotely

Most likely when:

The organization used to centralized functions (e.g.
centralized IT department)

Early days of RPA deployment if lack of resources

If cost is a concern

Pros:

Allows a more strategic approach of RPA deployment
Builds skills and best and common practices faster
Allows location in lower labor cost countries

Less likelihood of variations across local functions

Cons:

Slower RPA deployment
Less responsive to end-user needs
Requires developing remote management practices
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Ui path AN OPERATING MODEL
DECENTRALIZED In a decentralized model, the RPA organization can be for instance a COE with the main role of defining
EXAMPLE

standards and methodology, while business selects the processes and IT performs the automations

ADVISORY TYPE OF RPA ORGANIZATION

Function @
Role @
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UilPath File:

CENTRALIZED In a centralized and strong operational model, the RPA organization is a ROC that actually owns and delivers
EXAMPLE automation to business units while coordinating with IT and vendor. Most required skills are within the ROC

BUSINESS ENTITIES CENTRALIZED AND STRONG OPERATIONAL RPA ORGANIZATION

Function @

IT DEPARTMENT
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DESIGNING

AN OPERATING MODEL

In a hub & spoke and hybrid model, the RPA organization takes on the responsibility for the technical steps
of automation while the business steps are owned by the businesses themselves. The RPA unit also acts as
a global coordinator of the automation process

Function @




. DESIGNING
UilRPath AN OPERATING MODEL

To whom the RPA unit reports will be the consequence of the type of organization chosen. Whatever the
case may be, we suggest to establish an automation council with representatives both of business and IT

Potential Options for formal reporting The Automation Council
of the RPA organization

Country Leader/ RPA organization formal

. . IT leadershi
Business Leader executive in charge P

Head of Shared Service
Center organization
(local or global)

Head of IT Head of Business Units
(local or global) (local or global)

RPA organization Leader

The Automation Council periodically reviews the activities and results of the
o o o RPA organization on a company wide basis to ensure alignment with company
RPA organization Leader RPA organization Leader RPA organization Leader .
strategy and IT overall roadmap and strategy. It can also act as an escalation

entity board for prioritizing automation opportunities when need be. It can also
review and approve annual budget




DESIGNING

I KEY PROCESSES OF

UilPath AN OPERATING MODEL

There are several key processes that need to be defined for the proper functioning of the RPA program
AN ONGOING RPA

PROGRAM

5oy
L

What is the model for
the identification and
prioritization of
processes for
automation?

L

What is the process for
developing the
automated workflow,
enclosing all business
requirements?

(_§_,

What is the process for
deploying a process into
production?

X

What is the process for
changing the workflow
of already automated
processed?
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UilPath AN OPERATING MODEL

Each process step must be carefully documented and
responsibilities clearly assigned
ILLUSTRATIVE

Definition of detailed
Process assessment, ) X Develop, Test, Deploy
S . user stories & business 4
prioritization and redesign ) and Hypercare
requirements

Monitor and Maintain Measure and Report
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UilRPath AN OPERATING MODEL
SKILLS STRUCTURE GOVERNANCE PROCESSES
:/f::&“em:'ﬁ Finally a performance management framework should be defined in order to keep track of the overall RPA
FRAMEWORK program performance

Automated Processes SLAs
Monitors the performance of automated
processes in terms of total efficiency created
Establish and monitor SLA

Virtual Workforce
Capacity KPIs

Monitors RPA virtual workforce
capacity and optimization potential

Employee KPIs

Monitors employee development within
the CoE, enabling assessment regarding
department structure, resource
availability etc.

Financial KPIs

Monitors the financial benefits and
associated costs obtained from an RPA
program implementation
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Thank you!

Vargha Moayed

Chief Strategy Officer
vargha.moayed@uipath.com
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English ¥ ACME Ltd. ACME Ltd. £
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nvoice Date LIES’ “ Cheltenham Cheltenham
GLS30AN GLS30AN
Bill To ACME Ltd, 7 Rockfield Business Park, Old
Station DR Cheltenham GL5304N Currency: GBP
ays
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Station DR Cheltenham ITEM DESCRIPTION QUANTITY UNIT PRICE TO
Legal Services Legal Services = Stage 1 1 £500.00 £50000
Total Due £600.00 SUBTOTAL £500,
PR R =D VAT (20,0 £100.00
£600.00 | VAT .
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