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Experienced consultants to help 
with your process mapping 

See our list of approved consultants 

www.inin.com 

click on Product Solutions / 
Business Process Automation 

Introduction 
Most businesses have a greater need for business process automation than they realize. And invariably, 
once a company puts business process automation into practice, the organization immediately identifies 
opportunities to automate other key processes. To set the best possible benchmarks for such initiatives, 
the trick is to automate and implement the first few processes, observe how they impact operations, 
measure their benefit, and then pursue additional opportunities using the standards you’ve established. 

Like any new skill, learning the key factors that lead to successfully automating a process takes practice 
and experience. Here are some best practices that will help your organization achieve early success with 
business process automation. 

Utilize experienced consultants on your first one to three processes 
Business process mapping refers to activities involved in defining exactly what a business entity does, 
who is responsible for a process, and how the success of a business process can be determined. Also 
known as process charting or flow charting, process mapping is likewise one of the oldest, simplest and 
most valuable techniques for streamlining work. 

Yet mapping a process is subtle, and it requires experienced 
facilitators to get the best results. 

Using the services of a consultant well‐versed in facilitating 
discovery sessions, process automation, business process 
mapping and documentation will save you time and money 
when launching your automation program. Working with a 
professional in this area will also allow you to gain the knowledge, methodology, training and 
experience you need to perform future process automation projects. Once you learn the methodology 
and how to break apart a process into discrete steps, you’ll be prepared to conduct process mapping 
on your own. 

Start with simple processes 
Keep things simple at first — don’t choose to reengineer your most important, mission‐critical 
processes at the outset. Instead, start with easier processes you can tackle, especially since you’ll 
learn a great deal throughout the first few automation exercises, and leverage the acquired insights 
thereafter for more complex areas of your business. The goal, remember, is to gain experience. 
Moreover, you’re not only learning how process automation works, you’re learning how automating 
processes works in your company, with your people. 

Identify processes that provide a quick ROI 
Ideal processes that qualify as “quick ROI” are the ones that focus on resolving widely‐recognized 
operational pains, but that don’t require buy‐in or integration across multiple groups or tools within 
the organization. Involving multiple departments or heavy integration to other technologies can extend 
the implementation duration and increase costs. To justify the implementation costs and offer real 
business validation for continued deployment in other areas of the business, focus first on processes 
that require minimal approval outside of a particular group, yet still target highly visible problem areas. 
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Involve the stakeholders and get their buy­in upfront 
Deploying new technology can expose political fractures within an organization, with the biggest 
challenge being that people feel threatened by change. One such challenge is that business unit 
leaders might be concerned they’ll lose control if an external organization or a new technology is 
seen to be dictating the way they do business. Similarly, line workers can feel threatened that they 
might be made redundant. From a change management best practices perspective, the project 
sponsor for automating a specific process must champion the initiative internally to smooth the way 
for change and assist with eliminating resistance to that initiative. The project sponsor must also help 
involve the key stakeholders in the project and help remove roadblocks to project execution. 

As importantly, change management should be addressed throughout the life cycle of the process 
automation initiative. At project initiation, it’s easier to get buy‐in and create goodwill by showing 
business unit leaders how the change in doing business gives them access to more information and 
insight into their process operations, while also increasing productivity and/or reducing cost. 

Document the “as­is” process before diving into the “to­be” process 
Word of wisdom for automating any business process: Spend time nailing down the existing “as‐is” 
process first, and do so completely and accurately. This is a crucial step in that it allows you to 
capture the gaps, inefficiencies and pains you’re going to fix in the “to‐be” process. 

Additionally, make sure the team of people you’re working with have a well‐defined methodology for 
tackling process automation. For example, are you are spending time documenting your business 
procedures as they stand today before jumping into designing your “to‐be” automated process? Are 
you taking time to analyze the throughput and cycle time of your processes to get a baseline of your 
current cost structure, so you’ll know exactly what benefit your business will achieve from process 
automation? Both issues are critical because they allow you to derive an in‐depth understanding of the 
current inefficiencies, bottlenecks and informational black holes you need to reduce or eliminate when 
automating existing manual procedures. That’s why it’s important to always make sure you capture 
error and exception handling steps in your methodology. They may be less frequent activities in 
automating a process, but they’re the most effective in identifying where a process has the most gaps. 

Ask yourself, too, do I have my current business procedures well documented today? Do I know and 
understand all of the work‐arounds and exceptions? Understanding how your people really work will 
lend great insight into how you can improve the process. 

Involve all key personnel in the current “as­is” process 
When describing an “as‐is” process to your process automation consulting team, ensure that you 
involve subject matter experts from every point of the organization that touches the process. 
Without their input, ROI potential will diminish because you might well end up creating cumbersome, 
inefficient process flows or replicating the same inefficiencies you’re actually trying to fix. Remember 
as well that processes evolve and grow along with your business. To facilitate this ongoing evolution, 
many companies establish a small team to oversee process automation, with team members 
representing all departments and workgroups involved in the existing process flow. 
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ROI calculators make Process 
Automation analysis a snap! 

Let your Interactive Intelligence 
account manager or partner help you 
prepare an ROI analysis with our 
Process Automation Calculator 

www.inin.com 

Calculate the return on investment with each new process automated 
Especially in the current business climate, a new technology purchase must have demonstrable ROI, 
and ROI is generally easy to prove if you’ve done a thorough job of documenting your current cost 
structure in terms of time and resources. A best practice here is to perform an ROI analysis on every 
process you automate. Each process has its own incremental return, and collectively over time can 
produce startling results. 

Before you ever begin a process automation project, use an 
ROI calculator to help arrive at your anticipated ROI. The 
calculator is invaluable for converting a project’s 
intangibles to tangibles by allowing you to understand 
potential increases in revenue or decreases in cost, which 
in turn allows for more effective options analysis and risk 
assessment. In addition, an ROI calculator lets you take the 
guesswork out of your calculations, and even allows you to 
make adjustments for conservative or aggressive views on 

expected performance gains after implementing the “to be” process flow. 

Analyze other areas of your business 
While automating those processes that are critical to your business, it’s a good idea to analyze other 
areas and processes you plan to target for automation next — effectively creating an automation 
roadmap for your organization as a whole. Put your roadmap in place prior to beginning your first 
automation project, and it’s that much easier to maintain momentum afterwards as you move on to 
the other processes you plan to automate. As is typical when you work through an initial automation 
project, the details of that first implementation will take up considerable time and attention. That’s 
OK because you’re actually paving a best practices path to subsequent process automation projects. 
However, you don’t want to become myopic in your initial automation effort: creating a process that 
excludes consideration for other areas of your business will also create new gaps and inefficiencies 
where there previously were none. If you have a queue of processes to be automated, you must keep 
those integrations and intersections in mind to be successful in your overall business process 
automation initiative. 

 
 
 

About the Author 
Andrea Bennett is a senior process consultant and project manager for Interactive Intelligence (ININ) and has been 
with the company since 2007. Ms. Bennett has more than 10 years experience in process consulting and is currently 
leading the consulting activities for ININ’s Interaction Process Automation™ (IPA) product/solution initiatives. Prior to 
joining Interactive Intelligence, she spent several years in the CRM practice at Deloitte Consulting before continuing 
workflow design and process improvement in Industry. Ms. Bennett holds a Bachelor’s degree in Management 
Information Systems from McGill University and a Masters Degree in Business Administration from the Richard Ivey 
School of Business, University of Western Ontario. She also holds a PMP designation. 



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /CMYK
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments true
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<

    /BGR <>
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /CZE <>
    /DAN <>
    /DEU <>
    /ESP <>
    /ETI <>
    /FRA <>
    /GRE <>

    /HRV (Za stvaranje Adobe PDF dokumenata najpogodnijih za visokokvalitetni ispis prije tiskanja koristite ove postavke.  Stvoreni PDF dokumenti mogu se otvoriti Acrobat i Adobe Reader 5.0 i kasnijim verzijama.)
    /HUN <>
    /ITA <>
    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /LTH <>
    /LVI <>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /POL <>
    /PTB <>
    /RUM <>
    /RUS <>
    /SKY <>
    /SLV <>
    /SUO <>
    /SVE <>
    /TUR <>
    /UKR <>
    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /ConvertToCMYK
      /DestinationProfileName ()
      /DestinationProfileSelector /DocumentCMYK
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure false
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles false
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /DocumentCMYK
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /UseDocumentProfile
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


