
RPA: Robotic Process Automation
How to Select, Prioritize & Measure 

Success

Automation. It’s one of the biggest buzzwords around. And one that has many questions, and an air 
of mystery, surrounding it. 

Robotic process automation, or RPA as it’s more commonly known, has the ability to improve both 
the customer experience and the bottom line for companies. So, it’s no wonder that there is so much 
talk about it. And with all the noise around the term it’s hard to sort fact vs. fiction. Luckily, we’ve 
done the work for you. We recently partnered with the leading provider of process excellence 
leadership, PEX Network, to create a primary research report, Disrupted or Disruptor: Which Side Are 
You On? You can download the entire report here. 

The report looks at disruption, the latest euphemism for ‘innovation.’ It dissects what to expect from 
transformation efforts, how to measure success, whether or not technology is becoming more 
important than people in the organization, and includes many pages on where automation fits into 
the picture. In this article, we will focus solely on the automation findings. What are the latest 
trends, and what should your organization be doing to prepare?  

Process automation platforms, and RPA systems in particular, are being adopted more widely than 
ever before. In fact, according to a recent study by Grand View Research,  the global RPA market size 
is expected to reach USD 3.11 billion by 2025, and the global market is estimated to expand at a 
CAGR of 31.1% during the forecast period.  That’s huge.   So it’s no surprise that automation is a 
major company initiative for many organizations.  Again, when properly deployed, it can drive 
significant operational effectiveness and efficiency and enable digital business transformation and 
better customer experience. 

We have explored this topic and explained our thoughts in some recent content, including Seeing the 
Process Forest and the Trees, and Automation & RPA Project Identification, Assessment & 
Prioritization. It’s a hot topic not only at iGrafx, but also among process professionals, and business 
executives in general. 

So, what does everyone REALLY think about this topic? We surveyed over 150+ business leaders, 
throughout multiple industries from around the world and we are ready to share what we found. 

Ed Maddock
CTO| iGrafx
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https://info.igrafx.com/pex-report
https://www.grandviewresearch.com/industry-analysis/robotic-process-automation-rpa-market
https://info.igrafx.com/seeing-the-process-forest-and-the-trees
https://info.igrafx.com/seeing-the-process-forest-and-the-trees
https://www.igrafx.com/blog/2018/10/18/webinar-automation-rpa-project-identification-assessment-and-prioritization
https://www.igrafx.com/blog/2018/10/18/webinar-automation-rpa-project-identification-assessment-and-prioritization


#5 - Modeling for Automation: The First Step is the Most Important

What is it?  
Very simply, it’s assessing the business process and optimizing that process for execution in 
automation platforms and workflows.  Companies love to talk about RPA (Robotic Process 
Automation) and BPA (Business Process Automation) and even low code/no code automation, 
but often ignore the crucial first step towards success.

Why should I care?  
A wise person once said, “if you automate a broken process you just F (foul?) it up faster.”  You 
need to be certain that you automate the right processes and automate good processes, while 
keeping IT aligned with the business in terms of the automation projects they execute.  As 
another wise person once said, “don’t throw good money at the wrong things.”

How can a process-centric business modeling solution help?   
It will make sure you automate the most important processes.  This stuff isn’t easy or 
inexpensive, so prioritize!  Ideally you will have a strategy model with goals associated and with 
KPIs that will measure the goals – all placed in the context of your business processes.  This is 
the only way that you will have traceability from your strategy all the way to your execution.  
Dashboards will show the most important processes that will have the most impact on the 
business.  And after you automate your most important, highest priority process, you’ll be ready 

fGrafx 

PRIORITIZATION IS KEY

Through our research, it has become quite apparent that the key to a successful RPA project is the 
prioritization of the right projects. We asked your peers – how do you decide/prioritize which projects 
to automate, allowing up to 3 responses. Most looked at the most menial and repetitive tasks for 
automation, and also the lowest hanging fruit to get the most bang for their buck. Their complete 
response can be seen below:
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Finding the right work for the robot is important – but so too is finding the right work for the people. 
Understandably, the machines are going to do what they do best: repetitive tasks in a predictable 
environment. That said, a calculation has to be made to decide whether some tasks are worth taking 
extra time over automating – because the returns from doing so will be that much greater. Knowledge 
is definitely something you need to pursue, and that knowledge needs to go beyond understanding 
the technology you are hoping to introduce: it includes knowing your own strengths and weaknesses 
as an organization and how to overcome resistance to change. 
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Some important questions to ask yourself, as you begin to decide which projects are the best for your 
organization to automate include: 

• Do you have a data-driven system or process to guide you through the identification and
prioritization of tasks to automate?

• Is there resistance to change in your organization. Is there a good reason for this resistance?
• What small-scale automations can you implement at low risk?
• How are you involving others in the decision-making process about automation?
• Is there a general consensus - or dissent - on the reasons for automating?
• Where there is disagreement is there a way of testing both sides?
• Can you agree on what success looks like?
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MEASURES OF SUCCESS

Once you’ve decided on an appropriate RPA project, how are you going to determine success vs. 
failure? How will you know if all your time, effort and cost have paid off? Essentially, how will you 
measure the ROI of the automation project? After all, you must prove ROI to be able to call the project 
a success, and to continue down the road of robotic process automation. 

We again, asked our pool of business professionals how they plan to measure the success of their 
automation project, specifically “when your organization invests in transformation and/or automation 
projects, what is the most important ROI measure?” The results are below. 

And they are interesting…  Respondents were clearly motivated to find the shortest journey from 
intervention to measurable ROI in automation projects.  In other words, they felt they could “prove 
ROI” by delivering increased process efficiency and secondly, decreased costs.   Improved NPS makes 
sense from as a key customer experience measurement.  The fact that “Increased quality 
measurements” only received a 6% selection rate feels surprisingly low – but perhaps it is one of 
those measures that kicks in when efficiency has been demonstrated.
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This data led to a very important follow-up question, specifically how to track the ROI measurement 
variables affected by transformation and automation projects. Our respondents said real-time 
performance KPI dashboards were key: 
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ROI is judged by efficiency and measured objectively: in other words, by clear and quantifiable means. 
Those who take a gut feeling or monitor share price are arguably looking at the effectiveness of their 
efforts through a lens with the capacity for heavy distortion.

WHERE RESPONSIBILITY LIES

We also wanted to know who inside the organization owns automation projects and initiatives. We 
asked who the chief decision maker was when it came to automation. The role most cited as being 
responsible for RPA is the Chief Operations Officers (COO). Though others were referenced, the COO 
was referenced most often, 17% of the time. 



#5 - Modeling for Automation: The First Step is the Most Important

What is it?  
Very simply, it’s assessing the business process and optimizing that process for execution in 
automation platforms and workflows.  Companies love to talk about RPA (Robotic Process 
Automation) and BPA (Business Process Automation) and even low code/no code automation, 
but often ignore the crucial first step towards success.

Why should I care?  
A wise person once said, “if you automate a broken process you just F (foul?) it up faster.”  You 
need to be certain that you automate the right processes and automate good processes, while 
keeping IT aligned with the business in terms of the automation projects they execute.  As 
another wise person once said, “don’t throw good money at the wrong things.”

How can a process-centric business modeling solution help?   
It will make sure you automate the most important processes.  This stuff isn’t easy or 
inexpensive, so prioritize!  Ideally you will have a strategy model with goals associated and with 
KPIs that will measure the goals – all placed in the context of your business processes.  This is 
the only way that you will have traceability from your strategy all the way to your execution.  
Dashboards will show the most important processes that will have the most impact on the 
business.  And after you automate your most important, highest priority process, you’ll be ready 

fGrafx 

This of course does not mean that there aren’t many people from many different parts of the 
organization also involved. The most successful RPA projects have buy-in from the entire team. And at 
the end of the day it’s about careful change to maximize cost effectiveness and competitiveness. 

Finally, we wanted to see how folks feel about automation overall. We asked them to share up to 5 
words to describe how they felt about automation in general. 
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It’s no surprise that people associated automation with improvement and efficiency. And as it 
becomes more needed and necessary to make work easier, selecting the right projects to 
automate in order to increase ROI becomes more and more critical. 

At the end of the day, regardless of the buzz around automation - it’s crucial to consider your 
projects in the context of your business processes and ensure that you can measure current and 
future business impact. 

And don’t forget to download our entire report, Disrupted or Disruptor: Which side are you on?, 
to see what top leaders are saying not only about automation, but also disruption and digital 
transformation. 

https://info.igrafx.com/pex-report



