




PRAISE FOR THE NEW AUTOMATION 
MINDSET
“It’s been decades since IT executives received a gift like this amazing 
book. At this moment defined by Generative AI, we need it more than 
ever. Vijay is the real deal— and he explains exactly how individuals 
and teams must operate to win in the modern era. It is put in clear, 
easy- to- understand, simple language. The New Automation Mindset is 
a “must read.” Not tomorrow. Not next week. Now— pick it up, and 
crack it open. Your career will never be the same.”

—NeerajAgrawal,GeneralPartner,BatteryVentures

“A proactive automation mindset is critical for every organization to 
develop to thrive in the future. This book provides practical guidance 
to CIOs on not only how to develop this mindset but also democratize 
that across the entire organization.”

—NoniAzhar,SVPofITatPodium

“No one in enterprise middleware has had a more impactful journey 
than Vijay Tella. We are so lucky, because, in this book, he shares his 
secrets. If you want to build an antifragile company that maximizes 
generative AI to overcome and thrive on challenges, The New 
Automation Mindset is your guide.”

—AmitBendov,CEO,Gong

“I’ve have known Vijay Tella for many years and was really waiting 
for him to write such a book. Vijay has the most comprehensive and 
yet concise views on the state of the enterprise integration & AI and 
the role these would play in digital transformation across industries. 
If you look back at the most transformative middleware companies of 
the last two decades, you’ll find that Vijay had a significant role to play 
in them. The integration and automation markets will be upended by 
AI  -  but companies that leverage the New Automation Mindset are 
going to win and stay relevant. In a market with so much noise and 
hype, this book is a sincere effort to demystify. I will be referring to this 
book again and again over the next several years.”
—AnandBirje,CEO,Encora,formerPresidentDigitalBusiness

Services,HCL



“Vijay Tella is undoubtedly one of the most impactful integration and 
automation pioneers of the past decade. Across Tibco, Oracle Fusion 
Middleware, and now Workato, Vijay has been years ahead of the trends. 
The New Automation Mindset is a foundational book for companies 
looking to harness generative AI and low- code automation to win in 
the new era.”

—AndrewChen,GeneralPartner,AndreesenHorowitzand
authorofTheColdStartProblem

“The New Automation Mindset is a set of powerful insights to help 
enterprises get off the traditional automation treadmill and onto the 
transformation fast- track with true business adaptability.”

—ArthurHu,GlobalCIO,Lenovo

“There are plenty of books about automation software, but none of 
them provide the level of insights and practical advice that The New 
Automation Mindset does. That’s because of Vijay’s deep experience in 
the middleware space, which clearly comes out in this book. This is a 
book that every CIO should read.”

—KimHuffman,CIOatNavan

“Automation is the ultimate digital transformation. The New 
Automation Mindset is a must- read for everyone in Business Techno-
logy and IT. It provides a comprehensive guide to developing an 
enterprise- wide automation strategy from concept to driving business 
outcomes at scale.”

—NatashaIrani,SeniorDirectorofIT,Hashicorp

“I don’t know of any entrepreneur who can speak better about the 
future of automation technology than Vijay Tella. If you’re a current 
or aspiring company leader who wants to stay ahead of the curve, 
this book is for you. It provides a comprehensive view of the role 
automation will play in the next decade of business.”

—SeanJacobsohn,PartneratNorwestVenturePartners



“I have gotten to know Vijay and the Workato team over the past few 
years and was struck by the parallels between building a championship 
company and culture in professional sports with how you do the same 
in the dynamic technology industry. Systems thinking -  the long- term 
vision and trusting the process, coupled with a culture that makes us 
stronger through the inevitable challenges, and having everyone in the 
organization be involved have been the core tenets for us in sports. The 
style of play where everyone gets touches, not just a select few is not 
just more rewarding, it is more resilient and fun. This is the book for 
business leaders who want to win.”

—BobMyers,4timeworldchampionNBAPresidentofthe
GoldenStateWarriors,2timeNBAexecutiveoftheyear

“The New Automation Mindset is the most important reference 
text for technology leaders today. It is packed with realistic, usable 
advice for any technologist or business executive. If you want your 
business to win in the next decade, it would be a mistake to not read 
this book.”

—AmithNair,CIO,Vituity

“AI is going to accelerate the change of the current landscape. The New 
Automation Mindset is a truly frame- breaking masterpiece that propels 
readers into the forefront of that revolution. With depth and precision, 
this book dives deep into the disruptive forces of AI, automation, 
and low- code tech. It empowers CIOs and other leaders to unleash 
efficiency, innovation, and competitive advantage. During my tenure 
as the CIO of Broadcom, I have personally seen all of these benefits. 
Brace yourself for a career- altering journey that will redefine the way 
you harness automation in the new AI era.”

—AndyNallappan,CTO,HeadofSoftwareEngineeringand
Operations,Broadcom



“The New Automation Mindset is a must- read for any business looking 
to stay ahead of the curve and succeed in the new era of automation. 
It offers a comprehensive guide on how to address the various needs 
of an enterprise, from simple to complex, internal to external, through 
automation. The book provides everything from strategic thinking 
about automation to the right mindset and strong tactical approach 
required for automation, to defining best practices for automations, 
and how it all comes together in a company.’

—SrideviPasumarthi,VPofITatCheckr

“In this critical moment in business, entropy is the enemy. We need 
to enter the AI era with eyes wide open and a rock- solid strategy. The 
New Automation Mindset is the guidance that technology leaders need 
now. If AI and automation are core to your IT and business strategy, 
you must read this book.”

—WendyPfeiffer,formerCIO,NutanixandGoPro

“Vijay’s articulation of the combination of Orchestration, Plasticity 
& Democratization creates a flywheel effect for unlocking value for 
organizations with complex hybrid, on prem/private cloud, SaaS 
application footprints in this new digital era.”

—HarishRamani,formerCIOatHelenofTroy

“Vijay Tella’s wealth of experience shines through in The New 
Automation Mindset. He provides a deep understanding of the techno-
logy, expertly connecting the dots between automation and its potential 
to drive innovation and improve efficiency across an organization. It 
is a great resource for understanding the basics of automation, and 
a valuable tool for professionals looking to implement automation in 
their work. The practical examples and case studies make this book 
a useful reference that can be applied in real- world scenarios for 
years to come.”

—MohitRao,HeadofITinnovationatAtlassian



“The strategies that underpin success in the next 10 years are going to 
be completely different from the strategies that worked in the previous 
era. The New Automation Mindset is required reading if we are going to 
position our companies to win in the new era.”

—DanRogers,CEO,LaunchDarkly(AlsoformerPresidentof
RubrikandCMOofServiceNowandSymantec)

“This book should be read by all CIOs seeking a leadership role in 
transforming the internal operations of their companies. Vijay’s 
Workato team is leading the integration and automation market 
into a new era of automation. His book is not simply a technology 
manifesto— it’s a blueprint for building the world- class companies of 
the future.”

—MarkSettle,7xCIOandauthorofTruthfromthe
Trenches:APracticalGuidetotheArtofITManagement

andTruthfromtheValley:APracticalPrimeronFutureIT
ManagementTrends

“Over the next decade every organization will be engaged in a massive 
reimagining of the way work gets done with the tasks that people 
perform increasingly augmented by automation and AI. This book 
does an outstanding job of explaining the essential three mindsets 
which will separate successful people and companies from those that 
fall behind: adaptability, systems thinking, and empowerment. A must- 
read for those who would be on the forefront of this transformation.”

—TedShelton,Partner,Bain&Company

“In a world where technology and transformation are accelerating, 
this book will become the manager’s essential guide to leveraging the 
power of automation. Every business use case will be impacted, and 
every leader will need a strategy; get ready to change your perspective!”

—GarySurvis,OperatingPartner,InsightPartners



“Vijay Tella has successfully incorporated emerging technologies into 
the day- to- day operations across the enterprise. Across two decades, he 
has been a trusted partner to many in Silicon Valley. In this book, Vijay 
takes us into a not so distant future— where best of breed composable 
technology is woven together through automation forming the fabric 
of our planet’s IT architecture.”

—EricTan,CIOatFlockSecurity,andformerCIOatCoupa

“We’ve entered an era of automation that’s more than operational 
efficiency. This new book, The New Automation Mindset, shows leaders 
what it takes to achieve automation in multiple dimensions— process, 
growth, and scale. Moreover, the authors show how humans can thrive 
while operating at machine scale.”

—R“Ray”Wang,CEO,ConstellationResearch,Inc.andtwo-
timebest-sellingauthorofDisruptingDigitalBusinessand

EverybodyWantstoRuletheWorld

“The New Automation Mindset is more than your average management 
consulting guide or book for roles with IT job titles. It should be read 
by everyone from venture capitalists to CEOs to aspiring leaders. This 
book will give them a completely new vision for what is possible in 
their companies. The three elements of the mindset, growth, scale, and 
process, are the new elements of every successful company.”

—BryanWise,CIO,6Sense,andformerVPofITatGitLab,
Snowflake,andDocuSign

“The New Automation Mindset is a must read for every leader who 
recognizes how important AI and automation are to your company’s 
future. I have known Vijay Tella for a few years and am excited 
he’s sharing so much of his knowledge from building a culture of 
automation down to what processes and how to automate them.”

—PaulineYang,Partner,AltimeterCapital
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Foreword
In my over 45 years in the IT industry, including the 25 I spent as a 
Gartner analyst, I was always intrigued by integration and automation. 
Many decades ago, when, after several days of work, I was finally able 
to connect an Olivetti system with an IBM mainframe, I realized how 
making different systems work together can deliver business benefits 
greater than the sum of the parts. In that case it was about helping 
a local public authority in Italy automate a particularly important 
business process, but since then I helped hundreds, if not thousands 
of organizations worldwide to devise what was the best way for them 
to sort out their thorny integration and automation problems to deliver 
business value.

My focus on this topic inevitably led me to cross paths with Vijay 
Tella, one of the pioneers in this space. As a Gartner analyst, I tracked  
Vijay’s innovations at TIBCO, Oracle, and most recently Workato.   
Vijay’s uncommon combination of entrepreneurship, business  acu men, 
industry vision, leadership, open- minded attitude, and restraint made 
it very easy for me to establish a relationship with him that goes well 
beyond professional respect and the stereotypical love/hate rapport 
between an IT vendor and an analyst. It helps that Vijay and I share 
passions other than integration and automation: good food, fine wine, 
bicycles, and my home country: Italy.

In addition, Vijay and I also agree about many points of view 
about the role and the nature of IT, many of which are reflected in 
this work. One of the really strong convictions that we have shared for 
decades is that the modern, end- to- end model of automation requires 
integration. Automation is the goal; integration is the means. This 
book will give you an original perspective on the motivations, drivers, 
and benefits of automation and how organizations should get the most 
out of it by automating end- to- end cross- function processes, rather 
than individual tasks.

More and more user organizations are setting automation ini-
tiatives in motion, and a growing number of providers are describ-
ing themselves as automation vendors. However, “automation” is 
becoming increasingly associated with “integration” (as we think it 
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should be). For example, several vendors, traditionally established in 
the integration technology market, are repositioning themselves as 
integration + automation providers. So how should you think about 
the concepts of automation and integration? And how do these two 
disciplines relate to each other? In my view the answer is simple: they 
are just two sides of the same coin. There is no automation without 
integration, and automation is the business outcome of integration.

What Is Automation?
In IT “automation” generally indicates the use of software tech-
nology to establish and execute a well- defined sequence of condition-
ally determined steps that must be performed to complete a business 
task (for example, issue a purchase order) or a business process (for 
example, originate a loan). The goals of automation are quite intuitive 
and include:

•  Drastically shortening the time it takes to perform a task or process;
•  Minimizing human activity;
•  Improving accuracy by eliminating manual data reentry; and
•  Tracking and reporting about the overall process activity.

From that perspective, therefore, most IT applications are indeed 
about automation. For example, a finance application essentially aims 
at automating tasks and business processes in areas such as general 
ledger, accounts receivable, accounts payable, and financial closure. 
Hence, it is legitimate to say that organizations have been automating 
since they bought their first computer system or application.

This classic form of automation is typically siloed within 
individual organizational units (for example, finance, HR, sales, 
procurement, supply chain, and manufacturing) by means of broad 
application suites (for example ERP or CRM suites) However, for 
many years now, organizations have been using integration tech-
nology, such as enterprise service buses (ESBs) or extraction, transfor-
mation and loading (ETL) tools, to synchronize data across different 
applications.
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The need to break the organizational silos to automate cross 
functional business processes (for example, order to cash, procure to 
pay, and hire to retire) led to a new, end- to- end automation approach. 
According to this model, you should look at your application port-
folio as a best- of- breed collection of business capabilities, exposing 
APIs that can be orchestrated via an external orchestration layer, thus 
defining and implementing more effective, impactful, and differenti-
ated processes.

Progressive business executives want to rapidly automate  
complex— often inter- functional— end- to- end processes by orches-
trating the business capabilities of multiple systems, increasingly 
including also “machines” (for example, 3D printers, drones, and 
industrial robots). You also want to be able to easily and quickly reshape, 
extend, or modify these processes in an agile way, as new requirements 
emerge. This quest for short time to value and business agility is the 
reason why the use of low- code orchestration tools is crucial.

To favor business agility, your automation strategy must enable 
more builders across IT, your business users, and potentially even 
business partners, to engage with these processes via a variety of chan-
nels (web, mobile, bots).

This is the technology that enables you to realize the orchestration, 
plasticity, and democratization concepts discussed in this book.

What Is Integration?
The modern, end- to- end model of automation requires independently 
designed systems to work together. This is not a trivial task as these 
systems are, more often than not, inconsistent in how they are built, 
the technologies they use, the way they deal with data, and how we 
interact with them. They have been developed by different vendors 
or development teams, years apart and with no up-front coordination 
among them. Consequently, their data models, external interfaces 
(whether APIs or events), interchange formats, communication pro-
tocols, technology platforms, and even data semantics are often quite 
different.
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Luckily, there are technologies, architectures, and methodologies 
in the market that aim to tackle the “making independently designed 
systems work together” challenge, which is what is commonly referred 
to as “integration.” Integration technology is used to connect different 
systems and enable them to exchange data by reconciling their differ-
ences in terms of data semantics, external interfaces, and communica-
tion protocols. Integration is the magic that makes it possible for your 
modern, cloud- based sales management system to exchange sales data 
with your 40- year- old on- premises ERP system, for example in the 
context of an automated, end- to- end order- to- cash business process.

Hence, the modern, end- to- end model of automation does, overtly 
or covertly, require the use of integration capabilities that assist and 
complement the orchestration capabilities.

It doesn’t make a lot of sense to have an automation strategy 
without a closely aligned and coherent integration strategy. Vice versa, 
an integration strategy that’s not designed to support automation needs 
is poor and incomplete.

Consequently, your organization’s automation and integration 
strategies should be designed together as two sides of the same coin, a 
coin I call “enterprise automation.”

The business value of a unified enterprise automation strategy 
vs. distinct integration and automation strategies leads to valuable 
business benefits measured in terms of:

•  Reduced costs and improved efficiency, by streamlining processes, 
minimizing manual errors and liberating human resources from 
mundane, repetitive, and low- value tasks;

•  Improved business agility, by making it possible to incremen-
tally reshape and extend established processes while reducing 
time to value;

•  Business differentiation, by enabling you to creatively assemble 
“commodity” IT systems and devices to implement innovative 
products and services;

•  Improved customer/employee experience, by providing them an 
integrated, consistent, intuitive, and conversational UI for the 
business processes;
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•  Real- time business insights and improved situation awareness, by 
collecting, aggregating, analyzing, and acting in real time upon 
business- event data.

The business value of the combined strategy is compelling per se 
but also because enterprise automation:

•  Enables a wide range of strategic initiatives, including AI and 
advanced analytics, digital transformation, API economy, hyper- 
automation, application modernization, transition to the cloud 
and the composable enterprise

•  Optimizes technologies, skills, and costs by defining a clear set of 
common goals technologies and methodologies across the automa-
tion and integration disciplines, by improving your ability to tackle 
complex scenarios, by promoting technology and skills synergies 
and by making planning, management, monitoring, and gover-
nance of integration and automation initiatives much simpler.

Implementing a Single, 
Unified Strategy
Aligning your integration and automation approaches according 
to a unified enterprise automation strategy may not be easy for you. 
Typically the integration strategy is IT- owned, whereas the automa-
tion strategy may be a responsibility of a business team, for example, 
finance or HR. Their unification can lead to friction, organizational 
resistance, and turf wars. But it can be done— many large organiza-
tions, such as Atlassian, MGM, Kaiser Permanente, Adobe, HubSpot, 
and others are living proof.

Separate integration and automation strategies usually lead to the 
establishment of different “centers of excellence” (CoEs). Therefore, 
the first step in your unification journey is to combine your integration 
and automation CoEs into a single enterprise automation team.

Unfortunately, my experience suggests that organizational, political, 
and technological factors can significantly hinder, if not completely 
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prevent, the establishment of a unified enterprise automation strategy. 
Therefore, building consensus around such a unification is critical for 
success. This is not easy and requires a methodical and well- thought- 
through process meant to help you get buy- in from your business 
leaders. This process should include the following steps:

•  Educate IT and business leaders on the notion that automation 
and integration are two sides of the same coin.

•  Demonstrate, through exemplary real- life projects, how combining 
integration and automation skills and technologies makes you 
achieve better results in terms of efficacy, costs, and time to value.

•  Look for economies of scale by reducing technology and skill 
redundancies across the two disciplines. Bring the distinct teams 
together to brainstorm on how the tools and approaches could be 
brought together to create something more powerful.

A decisive thrust toward unification will come from the quantum 
leap in productivity stemming from the use of generative AI in 
enterprise automation, which will make the distinction between the 
two disciplines to de facto disappear. The idea is to basically “describe” 
in natural language how the task or process looks like and then use 
generative AI technology to create the automation and integration 
artifacts that actually implement the task/process itself and all the 
necessary integrations. Not only will this approach dramatically 
improve developers’ productivity, but it will also contribute to further 
democratizing enterprise automation: Without needing support from 
IT personnel and with minimal or no training, businesspeople will be 
able to automate tasks and business processes by basically telling the 
system the business outcomes they aim for. Will they think in auto-
mation or integration terms? Most likely neither. They will just focus 
on the business value that the new integrated approach enables them 
to deliver.

Does it sound too good to be true? Undoubtedly generative AI is in 
its infancy, let alone its use to support enterprise automation. A number 
of security, compliance, privacy, reliability, trust, and intellectual 
property issues must be sorted out before it reaches enterprise- grade. 
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However, the initial POCs delivered very, very promising prelimi-
nary results. I wouldn’t be surprised if, in two or three years’ time, 
generative AI became the most popular approach to enterprise auto-
mation development.

With the new world of SaaS, cloud, and app specialization, the 
world of automation has needed to shift from single- domain activ-
ities to end- to- end multisystem business processes. This shift made 
integration a core capability required to achieve our desired outcomes. 
Some organizations choose to turn a blind eye and pretend integration 
and automation are separate disciplines. This only causes problems 
for the teams on the ground who are trying to accomplish the same 
thing but under the banner of two different names. By unifying your 
integration and automation strategies, you will help your organization 
address a wide range of end- to- end process automation needs effec-
tively and efficiently over the next several years.

In the book you’ll find actionable insights and valuable exam-
ples about how and why business and IT leaders should think about 
enterprise automation, AI, and the future of business. Enterprise auto-
mation can help you and your organization not only stay in business 
but also build competitive differentiation. However, this requires a rad-
ical switch from a short- sighted, task optimization focus to a holistic, 
strategic, enterprise- wide automation mindset. This book is meant 
to provide you with the compass that you need to navigate through 
this journey.

—MassimoPezzini
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Introduction
AI is expected to have an extraordinary impact on our economy, add-
ing 1.5% to our productivity annually, according to Goldman Sachs.1 
Despite high investments and hype, digital transformation has proven 
unsuccessful for 90% of companies.2 Will AI be the savior? Will it be 
different this time in the era of AI- for- all?

Yes and no. Much of the emphasis of business transformation ini-
tiatives has been on technology. We believe an organization’s mindset 
around transformation was always important and will matter more 
in the future. It will dictate how we choose to apply AI— whether we 
think about our business and our processes holistically from first prin-
ciples or pave the cowpaths by automating existing practices.

We find ourselves at a crucial juncture in computing and the future 
of work. With the advent of generative AI, the barriers between ideators 
and automators have been eliminated. The emergence of cloud- native, 
low- code platforms in the enterprise domain offers unparalleled trans-
parency, utility- level ease of operations, and governance. Together, 
these technologies have the potential to unlock an astonishing level of 
continuous innovation and automation within organizations.

During my career at TIBCO, Oracle, and Workato, I have had the 
honor of working with pioneering companies such as FedEx, Ama-
zon, Nike, and Grab during their transformational journeys. They 
possessed a unique organizational mindset that embraced challenges, 
characterized by what writer Nassim Taleb calls antifragility.3 Addi-
tionally, they had the advantage of ample resources— both in terms 
of technology and human talent, which allowed them to execute their 
plans effectively.

One of the most promising developments of this digital age is 
that any organization can now achieve this level of transformation. 
With the right mindset, we do not need the same level of extraordi-
nary resources of prior generations of leaders. With the emergence of 
generative AI and low- code automation technologies, any business can 
now achieve the speed and scale to transform and thrive.
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But, as Professor Louis Hyman, who leads the Institute of Work-
place Studies at Cornell, puts it, “The huge productivity gains of the 
industrial age didn’t happen just because someone invented a new 
technology; they happened because people also figured out how best 
to reorganize work around that technology . . . [It was] as much orga-
nizational as technological.”4

My hope for this book is that it provides CEOs, CIOs, and other 
business and technology leaders a blueprint to embrace a new way 
of working, one that is focused on the big picture, thrives on change, 
and engages everyone. This new way of working results from adopting 
what I call the new automation mindset.

To assess if our organizations have such a mindset, we can ask 
three key questions.

•  Do we approach problem- solving and decision- making by con-
sidering the broader context and the vision (systems thinking), or 
do we primarily concentrate on streamlining individual tasks and 
processes through automation (task thinking)?

•  Do we think from first principles and embrace change, or are we 
afraid to break things? When challenged, do we rethink or merely 
adjust to get by?

•  Do we rely mostly on technical experts or empower everyone in 
the organization to contribute? Are those closer to the business 
given the authority to initiate and lead changes?

The next three sections will explore each of these questions that 
form the basis of the new automation mindset.

Do We Follow Systems or 
Task Thinking?
Research shows a direct correlation between the number of apps in a 
company and the amount of manual work for employees. It is ironic. 
Individual applications exist to automate business processes and 
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functions and replace manual work. Yet, with all the data fragmentation 
and context switching, we are piling busywork onto every part of our 
company. There’s been an exponential increase in the application “tog-
gling tax.”5 It is not just that we have reached the point of diminishing 
returns with explosion of applications. Research shows that deploying 
more apps on top of the hundreds we already use now increases the 
total time we spend on context switching rather than decreasing it:6

The bigger issue is that we focus on incremental improvements 
in our business at the margins. We have been organized around and 
operate in terms of discrete applications and tasks rather than consid-
ering the bigger broader picture. The dominant paradigm for automa-
tion is to look for manual tasks and automate with bots.

While automating tasks results in cost savings in the short term, 
they also lock in place how our processes work today— which is the 
opposite of transformation! This tunnel-vision focus on tasks drowns 
our organizations in the minutiae and causes us to miss the big pic-
ture of strategic pivots. As the management guru Peter Drucker put it, 
“There is nothing so useless as doing efficiently that which should not 
be done at all.”

As generative AI storms into this world of fragmented IT and 
task- centered work, our instincts may again be to apply AI to auto-
mate tasks we are currently doing manually. It makes sense. It saves 
us labor costs. The Goldman Sachs estimate of the impact of AI on 
our economy was also based on the percentage of manual tasks being 
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performed today that they estimate can be automated with AI. But 
if that is the extent to which we apply AI, we would be cementing 
how our businesses operate today and will again fall well short of the 
transformational impact it promises.

We have already seen this happen with the glut of technology in 
companies today. In a world of extreme fragmentation of our IT and 
the resulting piecemeal work, productivity peaks and eventually starts 
to regress. But if we apply systems thinking and orchestrate our peo-
ple, processes and technologies holistically toward a larger vision, the 
whole of our impact from productivity gains becomes greater than the 
sum of its parts.

The most groundbreaking technologies in human history, such as 
the automobile, the steam engine, and the printing press, transformed 
how people traveled, worked, and learned. They propelled enormous 
gains in productivity, disrupted jobs, created more rewarding jobs, and 
changed the trajectory of human existence. AI has a similar potential, 
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but to achieve it, companies will need the new automation mindset. 
They will look at the big picture around customer needs, first princi-
ples, and end- to- end processes. From that starting line, they will begin 
to transform.

Even with a good understanding of the big picture of where we 
want to take our business, there can be significant friction to make 
changes happen. This brings us to the second question around the new 
automation mindset.

Do We Embrace Change or Fear 
Breaking Things?
Companies with the new automation mindset embrace change, 
embodying the concept of “antifragility.” Writer Nassim Taleb describes 
antifragility as the ability to not only withstand shocks but even thrive 
and grow in response to these shocks.

He says, “Wind extinguishes a candle and energizes fire.” Some 
businesses crumble in adversity, some survive, and others thrive. In 
response to system shocks such as economic downturns, global pan-
demics, or disruptions from technologies such as cloud, big data, and 
AI, most companies adapted. For example, during the pandemic, most 
of us got on Zoom, Slack, and other remote work tools. Companies 
with this new mindset know that mere adaptation just delays their 
demise. Rather, they look to system shocks, technology disruptions 
and challenges as the impetus to rethink their business to take on new 
markets, and new opportunities.

Nearly every company will adapt to AI disruption. But antifragile 
companies will use the disruption to rethink their goals and how they 
will get there. They are not afraid to break things down and build them 
back better.
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Every category- dominant company I have seen emerge in the last 30 
years has been and continues to be antifragile. Amazon, Toast, FedEx, 
Grab, Airbnb, Navan, and more have exhibited this trait over and over.

When the pandemic challenged everyone, the antifragile com-
panies showed their true colors: The rideshare business vanished, 
so Grab morphed into a super- app offering an array of services from 
food to financial services to their customers in Southeast Asia. When 
their restaurant point- of- sale business hit a wall, Toast morphed into 
delivery, finance, touchless ordering, and more. When business travel 
disappeared, TripActions (now Navan) remade itself into a spend 
management and finance company.

Generative AI dramatically speeds up coding up new solutions and 
evolving them rapidly, so organizations that embrace antifragility and 
the new automation mindset can more easily break down their current 
processes, reimagine new ones, and build them back better.

The challenge is that there are thousands of processes in every 
company— which brings up the question: Who is going to do all the 
breaking down and building?
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Is Automation a Team Sport or 
Exclusive to Specialized Experts?
A business consists of thousands of processes, small and large. Collec-
tively, they define how the business operates. The sheer number of all 
these processes makes it impossible to dictate them— much less trans-
form them— top- down.

Steve Jobs said it well: “Authority should be vested in the people doing 
the work to improve their own processes.”7 Enabling such bottom- up 
invention at scale, forged by talented individuals at all levels within our 
organization, not just technical experts in IT, lets us differentiate from our 
competition across hundreds and hundreds of processes, small and large.

This empowerment of our teams must be done with governance 
and guardrails. Without it, we load up on risk and technical debt. A 
democracy without governance becomes an anarchy. There’s a need 
and opportunity for the role of IT to shift. They will evolve from a ser-
vice provider to an enabler. Before, the business side of the company 
sent their process requirements to be implemented, but now, they 
become a player- coach to our business teams. Hence, in this new era, 
CIOs will become more central to business and more strategic to their 
transformation agenda.

An interesting side effect of the democratized automation, acceler-
ated by generative AI, will be bringing more of the cross process work 
back to internal teams, a trend that Forrester analyst Leslie Joseph 
calls “insourcing.”8

Generative AI + Cloud- native 
Automation Changes Everything  
Low-code, cloud- native technologies have made it possible for a 
broad er range of people in our organizations to automate. What took 
weeks or months to automate can get done in days, and more of our 
team can participate in the process. The low- code creators, even if they 
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don’t need technical coding knowledge and skills, still need to think 
like a coder. This blocks a broad swath of people with ideas in our com-
panies from engaging productively in automation.

Generative AI eliminates these coding barriers, enabling anyone 
with ideas about any aspect of our company— customer experience, 
employee experience, business operations, sales, or marketing— to 
automate processes with the assistance of AI. At the same time, the 
transparency, utility- level consumer- like operations, governance 
and security of cloud- native, low-code automation platforms in the 
enterprise make it possible to understand, confirm, deploy, and con-
tinuously improve AI generated automation.

Together, AI and cloud- native platforms open the aperture of auto-
mations in our companies wide, opening the floodgates for new ideas 
to be automated and see the light of day. This moment where automa-
tion and AI are converging is analogous to the world of search before 
and after Google. With Google, search became ubiquitous in our lives. 
The world of automation today, even low- code automation, is akin to 
that of a world where Google works offline to get you results in days. 
We’d be searching dramatically less. Similarly with “off- line” automa-
tion that takes days to weeks, we automate a small fraction of processes 
and act upon a small fraction of our ideas to improve what we do and 
how we operate. Generative AI with cloud- native automation will 
help us get to the remaining 99% and help us continuously iterate and 
improve. This will have a game-changing impact on how we work.

Organizations that embrace the AI and automation movements 
along with the key tenets of the new automation mindset— the systems 
thinking, the adaptability and making work a true team sport— will 
become unstoppable and separate themselves from the rest.

The Blueprint for the New Automation 
Mindset: Enterprise Automation and 
Generative AI
The new automation mindset is not really new. Leading companies 
of the earlier generation fully embodied its core principles of systems 



Introduction 9

thinking, antifragility, and engaging everyone in their companies. This 
mindset feels new and novel in the context of the current paradigm for 
automation, which is to primarily look for and automate manual tasks.

The earlier generation of trailblazers all had access to extraordinary 
resources in terms of people and technology. The reality of enormous 
transformation projects was that they required a resource expenditure 
on a different level than most companies could afford.

As we mentioned, with the right mindset, we don’t need the 
resources of the earlier generation of leaders to achieve our vision. 
Dramatic advances in and the convergence of generative AI, cloud- 
native platforms, data cloud platforms, and low-code automation 
are forging a modern blueprint for path- breaking transformation. 
This blueprint is within the reach of the rest of us.

Low-code automation significantly lowers the level of technical 
skill required to execute complex transformation projects.

Cloud-native deployments and utility- like consumption models 
make enterprise software nearly as easy to adopt and operate as the 
best consumer technologies.

A versatile, low-code, cloud automation platform backed by the 
governance and security guardrails that enterprises need, is what we 
call enterprise automation.

Enterprise automation platforms significantly lower the barrier for 
companies of any size and industry to be able embark on and execute 
meaningful transformation initiatives.

Generative AI lowers these barriers even further! With low code, 
one does not need technical skills to code. Generative AI does away 
with even these barriers by completely removing the need to code. It is 
possible for our business teams to create automations and solutions by 
conversing with LLMs.

However, for generative AI to be applied in the enterprise and 
achieve its potential:

• It must be supported by an execution capability, like those 
found in enterprise automation platforms, that matches the 
power, versatility, and expressiveness of LLMs.9

• Solutions that LLMs generate must be explainable and trans-
parent, so we can confidently put them into production use. 
Low- code platforms are designed to be inherently transparent 
to business users— it is part of what makes them low code.
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• Cloud- native deployment means the less- technical people that 
use LLMs to create solutions can deploy as easily as if they 
were using their favorite consumer app.

• Security and governance of enterprise automation makes it 
safe to adopt AI at scale within our companies.

In the coming years, generative AI and enterprise automation will 
be a tight synergy for organizations on their transformation journeys.

AI IN THE ENTERPRISE

UNLOCKED DEMOCRATIZATION

ENTERPRISE AUTOMATION

HUMAN
BUSINESS
EVENTS

INPUTS

GOVERNANCE

SECURITY
ACCESS

CONTROL

GENERATIVE AI

LARGE LANGUAGE MODEL

EXECUTION ENGINE

VERSATILE POWERFUL TRANSPARENT

Whether you are coming at transformation from a modern auto-
mation perspective or an AI perspective, the blueprint to adopt and 
apply the new automation mindset is the same. AI opens the doors 
wide, so more people can automate than ever before. Enterprise auto-
mation provides the versatility, transparency, consumer- like ease of 
use and the governance that makes it possible for any company to 
transform at scale.

The New Era of Digital
Many of the most impactful companies in the last 10 years have 
already started this journey. These aren’t just the usual suspect digital 
native tech companies. These include incumbents in traditional indus-
tries competing digitally— companies such as Broadcom, Disney, Nike, 
Lego, DHL, Caterpillar, IKEA, and Capital One/ING Direct. In the new 
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era, every company will need this mindset. It’s an era where we tailor 
the software to fit our business instead of forcing it into cookie- cutter 
applications.

Throughout key inflection points in the history of software, the 
big winners adopted a collective growth mindset within their orga-
nizations that allowed them to emerge from periods of upheaval in 
a stronger position than when they went in. It was only in hindsight 
that we realized that these companies were championing a new era 
and mindset.

Bain & Company studied 3,900 companies before and after the 
Great Recession of 2008. While the companies grew at comparable 
rates before the crisis, their performance showed a sharp contrast 
when the recession hit.

The research notes, the winners grew at a 17% compound annual 
growth rate (CAGR) during the downturn, compared with 0% among 
the losers. What’s more, the winners locked in gains to grow at an 
average 13% CAGR, nearly quadrupling their business in eight years 
after the downturn, while the losers stalled out10 As researchers at MIT 
put it: “The worst of times for the economy as a whole can be the best 
of times for individual companies to improve their fortunes.”11

In other words, if we can build our companies to thrive on chal-
lenges, we can achieve greatness and separate ourselves.
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We have a chance to build companies that can propel themselves 
to lead in challenging times and excel in the good times. We have a 
chance to build upon the foundations laid down in the previous era 
and to fulfill its promises. This book will show you how.

A Roadmap to the New 
Automation Mindset
This book has four sections designed to walk you through the new 
automation mindset and an approach to realizing it in our companies.

This book is designed for a wide audience, including C- suite exec-
utives, IT leaders, and automation practitioners, to ensure that auto-
mation becomes a collaborative effort. The content is structured to be 
easily consumable based on the reader’s role and interests. Section 1 
and relevant parts of Section 4 cater to the C- suite and board level pro-
fessionals, while Section 2 is beneficial for CIOs, chief digital officers, 
and enterprise architects. Section 3 is specifically tailored to automa-
tion practitioners.

In Section 1, “The New Automation Mindset,” you will find a deep 
dive into the three essential mindsets required to build an antifragile 
company. We walk you through a new way of thinking about auto-
mation and highlight the need for a paradigm shift away from the 
current model.

In Section 2, “The Architectural Underpinnings,” we discuss how 
the right mindset must be combined with a strong tactical approach 
to automation. This section provides an overview of the architectural 
underpinnings that can be implemented for successful enterprise 
automation.

Section  3 is for the practitioners in our companies. In this sec-
tion, we share stories and best practices for automations and innova-
tive automations that can be applied across nearly every aspect of our 
business— the front office, back office, customer experience, employee 
experience, and supplier and partner operations. Senior execs may skim 
this section or skip forward to Section 4. Business and IT practitioners 
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can focus just on chapters in this section for the functional areas that 
they are closest to.

And finally, in Section 4, we discuss how all of this comes together 
in our companies. How the mindset and architectural underpinnings 
work with our existing integration and automation technologies. We 
then discuss the operating models and the impact of automation on 
future careers.
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CHAPTER 1

The New Era 
of Automation

“‘Automation-native’companieswillemergeandenjoy
tremendousgrowthandprofitabilityattheexpenseoftheir
competitors.”

—LeslieJoseph,ForresterResearch

Theword“automation”coversa lotofground.Forsome, it’sa
way to replace manual work with bots. For others, it sparks
worry.It’simportanttothinkaboutautomationinanewway

sowedon’tmissoutonitsbenefits.Inthefuture,companieswiththe
rightmindsetaboutautomationwill thrive in the faceofchallenges
rather thansuccumb to them.Thismindsetwilldeterminewhether
theytapintoexcitingopportunitiessuchasgenerativeAI(GenAI)or
aredisruptedbythem.Inotherwords,howwethinkaboutautoma-
tionandAIwilldecideifwesucceedorfail.

Companieswiththerightmindsetapplytheadvancesinautoma-
tionandgenerativeAI tobecomeunstoppable.They lookat thebig
picture,withanethosthatembraceschallengesandanapproachthat
isinclusiveofallofthetalentintheircompanies.

That sentiment might sound like wishful thinking in tough
economic times. But I think it is needed precisely when we’re
“up against the wall.” How we respond in times of challenge and
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fundamentalchangewilldictateourfuture. Tounderstand,let’slook
atthecompanyToast.

Many Restaurants Would Have Been 
Toast Without Toast
WhenWayneCarrington left theNew YorkPoliceDepartmentafter
18yearstoopenaramenshop,hedidn’texpecttobefurloughingall
hisemployeesduetoaglobalpandemicsixyearslater.“Itwasascary
time,”hesaid.“IreallyhadnoideaifIwouldstayinbusiness.”1Atits
lowestpoint,hisbusinessdropped75%fromitspre-pandemiclevels.2
Hesaid,“Wehadasenseofurgencythatwehadtopivotquickly.”

The pandemic was particularly hard on the restaurant industry.
TheNationalRestaurantAssociationestimatestheindustrylost$280
billioninsalesduringthefirst13 monthsofthepandemic,andasixth
ofallrestaurantspermanentlyclosed.3

Thankfully, the ramen shop survived. Carrington is one of the
thousandsofrestaurateurswhoacknowledgerestauranttechcompany
Toastforhelpingthemmakeitthrough.“[Therestaurant]wasa95%
dine-in restaurant, and we had to flip that whole platform. Hon-
estly therewouldhavebeennoway todowithwithoutToast,”Car-
ringtonsaid.4

Beforethepandemic,Toastwasarestauranttechnologyplatform
withabrightfuture.Butinthespringof2020,theywereinasimilar
boatastheirrestaurantcustomers:revenueshaddrasticallydeclined,
anditfeltasiftheyweresinking.ButToasttookstockofthesituation
andsprangintoaction.

ToastCIOAnishaVaswanirecountssomeofToast’srapidworkto
savethemselvesandtheircustomers:“What[we]didisveryquickly
pivottheproduct.Forexample,welaunchedproductslikeToastNow
forourrestaurantcustomers,whichcreatedadigitalore-commerce-
onlypresence.Alotofrestaurantslikelydidn’tthinkofdoingthatpre-
pandemic,orweren’tincentivizedenoughtoinvestinit,”saidAnisha.
“Ourmissionhasalwaysbeentoservepeoplewhoopenrestaurants
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becauseoftheirpassionforhospitalityandfood.Wewantedtomake
surewehelpedthemsurvivethecrisisandcomeoutofitthriving.”

Toast also started Rally for Restaurants, a grassroots movement
to support restaurants through ordering gift cards and takeout so
that restaurants could continue to support day-to-day operations
andstaffwages.Andthecompanysupportedlobbyingeffortstopass
the RESTAURANTS Act, helped provide customers access to loans
throughToastCapital,andlaunchedmanynewproductsandfeatures
that helped its customers quickly change with each new challenge
thrownatthem.

Theirpushtosupportrestaurantsintheirdarkesthourwasasuc-
cess,andthecompanywentontoIPOinlate2021.Toastisnowahero
to many in the restaurant industry. There are thousands of grateful
restaurateurslikeMr.Carrington,who,inhisownwords,wouldnotbe
inbusinesstodayifitweren’tforToast’sowntransformationjourney.

Going Beyond Adaptation
Adaptationisawordweusealot,butitisnotsufficienttodescribethe
Toaststory.Wealladaptedtothepandemicinourownway.Knowledge
workersadaptedtoremotework,doctorsswitchedtotelehealth,and
ourkidsjoinedonlineclasses.CompaniesimplementedZoom,Teams,
Slack, and other remote collaboration tools.These adaptations were
neededtokeepusrunning.

Toast belongs to a different class of company. In the face of an
upheaval, they rethought their strategy and used the challenge to
emergestronger.Whileotherswerestrugglingtostayalive,theyquickly
adaptedandfocusedondeliveringfortheircustomersatacriticaltime.

These companies more than merely adapted. There isn’t a
good word in the English language to describe this situation. It
is a situation where something gets stronger because of systemic
shocks. In the introduction, we mentioned that author Nassim
Talebsawthisgapandcoinedtheterm“antifragile”todescribethe
phenomenon.5 He points out that antifragile systems exist every-
where in nature. Antifragile systems paradoxically require their
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components tobebreakable.Only thencan theybe reformulated
into something better and different. They are behind the biggest
transformationsinhumanhistory,fromtheindustrialrevolutionto
thehumangenomeproject.

Itisanimportantideathatalsoappliestocompaniesandorganiza-
tions.Toastisagreatexampleofanantifragilecompany:

•  Willingness to break things and rethink:First,Toastwasnot
afraidtobreakthingsevenfurtherandbuildthembackbetter.For
example, their core competency was point of sale, and yet they
pushed into new technologies and territories. Moves like these
opened the aperture of possibilities for their business and their
strugglingcustomers.

•  Culture  of  change: Second, Toast created a culture that
embraced change.Taleb points out that when systems or soci-
eties squeeze out randomness and change, they become more
fragile. It’s the basic difference between playing defense and
playing offense. One tries to preserve and conserve stability,
whiletheothertakesanoptimisticandconstructiveviewtocre-
ateabetterfuture.

•  Collective  engagement:The third thing thatToast did was to
engagetheirentireteam—fromproducttobusinessteamstoIT—
inthejourney.AsTalebwouldsay,democracieswhereeveryoneis
engagedarestrongerthanautocracieswiththeirfragilecommand-
and-controlstyle.

Toast used systems thinking, embraced change, and worked at
scale.Thesethreebasicbuildingblocksareanexampleofwhatevery
companymustdotobeantifragile.

“Antifragile is a property of systems in which they increase in capability to
thriveasaresultofstressors,shocks,volatility,noise,mistakes,faults,attacks,
orfailures.”

—NassimNicholasTaleb
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A New Organizational Mindset
ItisnotjusttechcompaniessuchasToastbuticonicmainstreamcom-
paniessuchasCaterpillarandIkeathatarealreadyonthispath.They
aretakingafreshapproachandthinkingabouttheirowntransforma-
tioninanewway.AutomationandAIarecentraltothisnewwayof
thinking,sowecallitthenewautomationmindset.

Whenwelookatthesecompanies,theirtransformationdidnot
come from optimizing existing operations. To become antifragile
requires looking at the bigger picture and the long term of our
business and market. It requires AI and automation to expand the
possibilities.Automatingandoptimizingexistingoperationsreduces
costsandimprovesmarginsbutdoesnotchangeourpositioninthe
market. Transforming our business requires big-picture and long-
term thinking, what we call the process mindset. Companies with a
process mindset go beyond looking at automating tasks to looking
atprocessesendtoendandhowtheycanbetransformedtoaddress
the needs today and for the future. AI plays a critical role in this
fromunderstandingtheentireprocess,identifyingtheopportunities
for automation in the process, building out the automation using
generativeAI,andthenhelpingunderstandthevaluebymeasuring
theROIofautomation.

Big-picturethinkingorprocessmindsetisjustthestart.Totrans-
formdeeply,weneedahighdegreeofadaptabilityandmalleabilityin
oursystemsandprocesses.Wealsoneedteamsthatareinthemindset
ofembracingchallengesandchange.Weneedacollectivegrowthmind-
setinourcompanies. Companieswithagrowthmindsettakeanagile
approach to their transformation initiatives.Theycontinuouslyseek
tounderstandandadapttheirapproachbasedonwhat’shappeningat
themacromarketlevelandinternallywithintheircompany.

Antifragile or anti-anything can be a tough concept to get our heads
around.Youcouldalsocallthesecompaniesunstoppable.Ifeconomic
challenges,systemshocks,andevenpotentialblackswaneventsallonly
makethesecompaniesstronger,thenbydefinitiontheyareantifragile.
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Havingthebigvisionandthepotentialtochangeinourteamis
notenoughtotransformatthescaleandspeedneededtoachieveour
transformationgoals.Ifwearerelyingonlyonasmallhandfuloftech-
nically skilled people to do the work, we’d again be stuck. Business
transformationtodayiscomplex,anditmustbefastanddynamic.To
keepup,theentireteam—fromITandtechnicalexpertstobusiness
andoperationalexperts—mustbebroughttobear,withalow-code,AI-
poweredapproach,empoweredbygovernance.Toachievethisscale,
companiesneeddemocratization,orwhatwecallthescalemindset.

Tobecomeantifragile,toachievetransformativechangeatthescale
thatisrequired,youneedallthreethings.Itisnotenoughtojusthavebig-
picturethinking,adaptability,ordemocratizationalone.Youneedtohave
allthese—theprocess,growth,andscalemindsets—workinginunisonin
yourcompany.Whenthathappens,wecallitthenewautomationmindset.

When all three mindsets fall into place, our organizations can
becomeunstoppable.

Thus, to become antifragile or unstoppable, we must adopt the
newautomationmindset.
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Thesethreeideasaredeeplyconnectedandreinforceeachother.
Intheory,theseconceptsmaysoundobvious,butinpractice,thereare
somefoundationalproblemsthatpreventmanycompaniesfromreal-
izingthemtoday.

Applyingthenewautomationmindsetrequiresnewarchitectural
and technical underpinnings that help us orchestrate our processes
end to end, make it easier to refactor or adapt these processes, an
abilitycalledplasticity,andtobeabletodothiswithscaleandsecu-
ritybydemocratization.Section 3coversindetailthesethreetechnical
underpinnings of the new automation mindset: orchestration, plas-
ticity,anddemocratization.

Unleashing the New 
Automation Mindset
Whenweimplementthenewautomationmindset,wefindthatsev-
eralthingshappen.Let’sseehowthislooksinonesuchcompany.

Inthebottomlineofthefigurebelow,wecanseethatthenumber
of people engaging in automating grew over time. The company
startedwithIT,ops,andHRandiscurrentlyexpandingintofinance,
marketing,andcustomersupport.

Eachofthesegrowinggroupsofcreatorsisconnectingtoorinte-
gratingmoresystemseachmonth.So thenumberofconnectedsys-
temsgrewevenfasterthanthenumberofcreators,representedbythe
middleline.

Asmorepeoplebecameengaged,moresystemswereconnected,
andAIwasusedtogenerate,learn,andleveragetheseconnectedsys-
tems,thenumberofend-to-endorchestrationsgrewexponentially.
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Whilethesenumbersareimpressive,itisthispatternthatmatters.
Theyareleveragingtheirpeople,theycanadapttheirbusinessrapidly,
andtheyareabletoaddressthescaleoftheautomationopportunityin
frontofthem.TheyhavetheDNAofanantifragilecompany.

Walking the Walk
We all want our businesses to have this amazing characteristic—to
be built to become stronger because of change, stronger because of
challenge.

Overthepastthreedecades,Ihaveseenbreakthroughsinleading
companies when they are built to be antifragile. They have certain
strategies,mindsets,andpracticesincommon.OvermyyearsatTibco,
Oracle,andnowWorkato,Ihaveseenpatternsinhowtheunstoppable
companiesbuildandevolvetheirbusinessesusingautomation.

Humanshavealonghistoryofapplyingtechnologytodothings
innewways.Automationissomuchmorethansavingcostsbyauto-
matingmanualworkoroptimizinginplace.Theantifragilecompanies
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havefiguredouthowtoleveragetechnologyadvancementstoexecute
atthehighestlevelandtransformwhenthemomentcallsforit.They
arebuiltpurposefullytodoboth.

These patterns, consisting of the process mindset, the organiza-
tionalgrowthmindset,andthescalemindset forwinningasa team
composethenewautomationmindset.

Over the course of this book, I share these lessons. I show how
these incredible companies, sometimes in extreme circumstances,
usedthenewautomationmindsettobecomeunstoppable.

The new automation mindset is not that new. I have seen com-
paniesgoingback30yearsthatusedthesepracticestoachieveamaz-
ing things.  However, there are two things that are different today.
Thespeed, scale, complexity,anddynamismofmodern transforma-
tion journeys makes applying this mindset more relevant than ever.
AI technologies, especially generative AI, is enabling businesses to
leverageavastamountofknowledgetocreateanevenplayingfield
forsmallandlargecompaniesalikewherebusinessesdon’tneedthe
resourcesofcompanieslikeFedEx,Amazon,orNasdaqtobeableto
applythismindsetatscale.Ibelievethatanycompany—fromthenew-
estgrocerydeliverystart-uptothecardealershipdownthestreet—can
applythenewautomationmindsetandbecomeantifragile.Thisbook
showsyouhow.

Notes
 1. Muchnick,Jeanne,2022,“HowaNewRochelleRamenRestaurantStayed

inBusinessDuringthePandemic,”LOHUD,(October22),https://www 
.lohud.com/story/life/food/restaurants/2020/10/20/roc- n- ramen- 
expands- new- york/5967309002/.

 2. Leenas, Maggie, 2022, “Retired NYPD Officer Brings His Own Take
on Ramen to New Jersey,” New Jersey Monthly (January 10), https://
njmonthly.com/articles/eat- drink/table- hopping/retired- nypd- 
officer- brings- his- own- take- on- ramen- to- new- jersey/.

 3. NationalRestaurantAssociation,n.d., “ReopeningandRecovery,” last
accessed December 31, 2022, https://restaurant.org/education-  
a n d -  re s o u rc e s / l e a r n i n g-  c e n te r / b u s i n e s s -  o p e ra t i o n s /

https://www.lohud.com/story/life/food/restaurants/2020/10/20/roc-n-ramen-expands-new-york/5967309002/
https://www.lohud.com/story/life/food/restaurants/2020/10/20/roc-n-ramen-expands-new-york/5967309002/
https://www.lohud.com/story/life/food/restaurants/2020/10/20/roc-n-ramen-expands-new-york/5967309002/
https://njmonthly.com/articles/eat-drink/table-hopping/retired-nypd-officer-brings-his-own-take-on-ramen-to-new-jersey/
https://njmonthly.com/articles/eat-drink/table-hopping/retired-nypd-officer-brings-his-own-take-on-ramen-to-new-jersey/
https://njmonthly.com/articles/eat-drink/table-hopping/retired-nypd-officer-brings-his-own-take-on-ramen-to-new-jersey/
https://restaurant.org/education-and-resources/learning-center/business-operations/coronavirus-information-and-resources/reopening-and-recovery/
https://restaurant.org/education-and-resources/learning-center/business-operations/coronavirus-information-and-resources/reopening-and-recovery/


26 CHAPTER 1  The New Era of Automation

c o r o n av i r u s -  i n f o r m a t i o n -  a n d -  r e s o u r c e s / r e o p e n i n g - 
and- recovery/.

 4. Toast,Inc.,2021,“HowRoc‘N’RamenIncreasedAverageCheckSizeby
15%withToastOrderandPay,”YouTubeVideo,(UploadedMarch18),
https://youtu.be/V31pdiCHTeo.

 5. Nassim Taleb, 2014, Antifragile: Things That Gain from Disorder,
New York:RandomHouse.

https://restaurant.org/education-and-resources/learning-center/business-operations/coronavirus-information-and-resources/reopening-and-recovery/
https://restaurant.org/education-and-resources/learning-center/business-operations/coronavirus-information-and-resources/reopening-and-recovery/
https://youtu.be/V31pdiCHTeo


27

CHAPTER 2

The Process Mindset

“If you just focus on the smallest details, you never get the big 
picture right.”

—LeroyHood

We buy apps to solve problems and add capabilities. They
completetasksormakegroupsoftaskseasier.Butthetasks
arenotisolated;assembledtogethertheymakeupprocesses,

whichmakeupbusinesses.We’reallbuyingappsfortasks,butisany-
onethinkingabouthowtheyaffectthewhole?Tounderstandhowthe
tasksfitintothebigpicture,weneedtoapplysystemsthinking.

InPeterSenge’sThe Fifth Discipline,hedescribessystemsthinking
inthisway:“Business[es]. . .areboundbyinvisiblefabricsofinterre-
latedactions,whichoftentakeyearstofullyplayouttheireffectson
eachother.Sincewearepartof that laceworkourselves, it’sdoubly
hardtoseethewholepatternofchange.Instead,wetendtofocuson
snapshotsofisolatedpartsofthesystem,andwonderwhyourdeepest
problemsneverseemtogetsolved.”1

Ifonephrasecandescribethelast15yearsoftechnology,itmight
be“There’sanappforthat!”Itcapturestheprevalenceofatask-centric
technologymindset.IntheUS,companieshaveloadeduponsoftware
fortasks,yetaverageproductivityincreasesatameager1percentper
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year.Forcomparison,duringtheperiodbetween1996and2004,pro-
ductivity grew on average more than 3 percent per year, and in the
postwarboomofthe1950sand1960s,3.8percentperyear.2

Arecent studyunearthedsomething thatmanyofus intuitively
alreadyknow—moreappscorrelatewithmorebusywork.Inthe2021
Airtable/LawlessResearchstudyreferencedintheintroductionofthis
book,an increase inamarketing team’sapplicationstackcorrelated
withanincreaseinhoursspentdoingmanual,operationaltasks.3

Researchers assign the blame for this phenomenon to “context-
switching,” a term used to describe the cost imposed on our brains
whenwechangefromonetask(orapplication)toanother.Itleadsto
losttime,asourteamsnavigatefromapptoapp,resultingincontin-
uous interruptions to our natural thought processes. A study out of
CornellUniversityfoundthat,onaverage,thecostofnavigatingacross
appstakesanemployeeawayfromproductiveworkfornineandahalf
minutes each time they switch. Nearly half of the participants also
admittedthatchangingappsthroughouttheworkdayfatiguedthem.4

Itseemswearecaughtinalose-losesituation.Ourproductivityis
flatordeclining,andourpeoplearefatiguedanddrained.Thecheery
optimism of “There’s an app for that!” is giving way to the sarcas-
tic“Ohgreat,anotherlogin.”Toparaphrasemyfavoriteinfomercial,
“Therehastobeabetterway”thanthetaskmindset.Thatbetterway
issystemsthinking,ortheprocessmindset.

The Task Mindset vs. 
the Process Mindset
MyteamandIarefondofafamousparableaboutanelephant.Itgoes
somethinglikethis:Agroupofpeopleencounteranelephantforthe
firsttimeinthedarkofnightandattempttodescribetheanimalbased
onlyontouch.Theproblemiseachpersonistouchingadifferentpart
oftheelephant.Theonetouchingtheleginsistsit’satree,whilethe
one touching the trunk is certain it’s a snake. While each believes
theyarecorrect,theyallcometothewrongconclusion.Eachperson’s
limitedperspectivemakesthemmissthebigpicture.
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Thestateofaffairsinmostcompaniesresemblesthisparable.For
example,eachofourdepartmentsmayonlybeseeing thecustomer
from a certain perspective and lack the bigger context. A customer
supportagentmaybeaware that thecustomer isveryunhappydue
tocurrentissuestheyareexperiencing,butasalesteammembermay
unfortunatelyaskthecustomerforareferralcompletelyunawareof
theissues.

The task mindset made sense during the Industrial Revolution,
when most work consisted of repetitive, manual tasks. But despite
work becoming exponentially more complex, this task mindset
remainsdeeplyentrenched.AutomationisviewedasaCFOproject,
with the goal of whittling down hours and costs over time in each
individualsegment.Thevisionislimitedtoaleaner,cheaperversion
ofthesamebusiness.

Youcanseethemindsetatworkintheusecasesdiscussedabout
generativeAI.Theyareoftentasks.Mostdonotthinkabouthowitcan
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fitwithinaprocess.Ifweapproachitwiththesamemindset,generative
AItoolscouldbecomeyetanothercontextshiftforemployeesasthey
navigatetheirwork.

While CFOs are looking to optimize staffing costs, they are also
mindful of increasing technology budgets. The app stack in com-
paniesisgrowingfast.Thequantityanddiversityofautomationtools
isgrowingtoo.Eachnewautomationandintegrationtoolpromisesto
reducefragmentationandtransformtheenterprise,yetthepatchwork
approachhasnowbecomeanewlayeroffragmentation.Ratherthan
breakingdownsilos,wearecreatingnewones.

It’s as if we are buying tools for each part of the elephant but
stillfailingtoseethebigpicture.Inturn,thatcreateselephant-sized
problems.

Let’slookatarealexample.Today,mostautomationslookliketheexampleon
theleftofthefigurebelow,whereabotextractsdetailsfromasignedcontract
andentersitintotheERP.Someonewasspendinghoursoftheirdaycopying
andpastingthatdatafromPDFfiles,andnowwiththenewbotinplacetheycan
focustheirenergyonsomethingelse.TheCFOishappy,sowhat’snottolike?

Thereisnothingwrongwithfindingefficiencies,butthetaskmindsetleaves
uswithanarrowviewofwhatneeds tohappen to resolveacustomerorder.
Whenwezoomoutandunderstandthebiggerpicturearoundthequote-to-cash
process, thegoalsaretoreducetheamountoftimetoexecuteorders,reduce
thetimetogetpaid(orreducedayssalesoutstanding),increasethepercentage
ofordersthataretouchless,andshrinktheerrorrate.Ontheright,theentire
workflowisautomated.Thisincludesedgecasessuchasanonstandardorder
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The Power of the Humble Checklist
Inpractice,processesarecheckliststhatdescribehowouremployees
must work with each other. To understand the power of process to
drive predictable excellence in our business, let’s take a closer look
at this idea of the humble checklist, the real-world counterpart to
businessprocesses.

In 2009, physician Atul Gawande published a book called The 
Checklist Manifesto.5 It told the story of how basic checklists led to,
amongotherthings,stunningimprovementsinpatientoutcomes.The
medicalcultureatthetimedidnotembracechecklists.Instead,itpri-
oritizeddoctorautonomytopracticetheartofmedicine.Thebookwas
acritiqueofthis“rockstarculture”witha“centralbeliefthatinsitu-
ationsofhighriskandcomplexitywhatyouwantisakindofexpert
audacity”tomaketherightdecisions.6Rockstarornot,alltoooften,
split-seconddecisionsmadebyhumansarethewrongones.

When the stakes are high, we want experts to make rational
decisions.Inthisway,ICUdoctorscouldlearnfromexpertsinanother
field: airplane test pilots. In the ICU, there are thousands of vari-
ables toconsiderwhencaringforanailinghumanbody.Flyingand
maintaining an airplane is also extremely complex. Over time, the
testpilotindustrylearnedthatanyonecanbeerror-prone—eventhe
rockstars—whenmakingsplit-seconddecisionsunderpressure.They
discarded the rock star culture decades ago. Today, all pilots follow
universalchecklists,onesthatareupdatedbasedondisastersandnew
learnings—makingflyingoneofthesafestwaystotravel.7Takingthe
sameapproach inhospitals,Gawandehasseendramatic results.He
estimates that millions of lives could be saved if all hospitals used
checklists.

thatisautomaticallyroutedtoanexpertviaMicrosoftTeamstoprocessmanu-
ally.Toconstructanautomationlikethis takesbigger-picturethinking,using
technologytooptimizefortherealoutcomesthatmatter.Reducingthismanual
copy/pasteeffort isnicebut improving theexperience for customersand the
speedofthecompanyiswhenweseethetoplineimpactofautomation.



32 CHAPTER 2  The Process Mindset

Yearsago,awomanwenttoawell-knownhospitalwhereoneof
thestudiestookplacethatGawandecitesinhisbook.Sheneededsur-
geryononeofherknees.Thesurgeonworkedinadifferentteamthan
theonestudiedbyGawandethatadoptedchecklists.Thesurgeonwas
renownedforhisexpertiseinkneereplacements.Despitehisexpertise,
heleftbehindsutureretentionsinherknee.Hedidnotrememberto
followuptoremoveit.Nordidhe let thephysicianattendantknow
aboutit.Thisisexactlythekindofthingthatchecklistsaredesigned
tocatch.Ittookthreateningphonecallsfromherfamilytodoafollow-
up appointment, because those are expensive and cut into hospital
margins.Unsurprisingly,thekneehadbecomebadlyinfectedbythen,
causingsignificantdamagetoherkneetissue.Shehasbeenlivingin
painsince,withherability towalk impaired for the restofher life.
Thatwoman ismymother.Shemakesdo today,asamorecomplex
correctivesurgeryhelpedherregainsomefunction,butintheend,the
hospitalspentalotmoreonhercarethantheyneededto.

ThisisnottheonlytimeIhaveseenthishappen.Sylvia,anine-
year-oldfamilyfriend,hadaninfectioninoneofhereyesthatcaused
vision loss in that eye and required surgery. Unfortunately, the sur-
geonoperatedonthewrongeye.Sylviahasbeenwhollydeprivedof
hervisionsince.

I often wonder how Sylvia’s and my mother’s lives would have
beenifGawande’schecklistapproachhadbeeninplaceasstandard
operatingprocedureforsurgeonsasitisforairlinepilots.Wenowknow
thatthesetypesofchecklistshelppeopleavoidthesekindsoferrors
every single time.Evena1percenterrorratedoesnotseemacceptable
forbasicmistakesduringsurgeries,and,perGawande,easilyavoid-
able errors or oversights happen across medical teams much more
oftenthanthat.

Not all businesses deal in life-or-death outcomes. But the truth
is,weallcanbenefitfromlessrockstarcultureandmorepredictable
andbest-in-classoutcomes.In business, an operationalized checklist is 
an automated process.Theyareaseriesofactionsthatgetdoneright
everytime.

Twenty years ago, IT teams could track the number of business
applicationstheysupportedinasimplespreadsheet.Theywoulduse
afewdozenappsatmost.Today,theaveragecompanyuseshundreds
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oreventhousandsofappstokeeptheircompanyrunning.Thereare
nowappsdesignedentirelyforbusinessestoinventoryandkeeptrack
oftheirapplications.

Thisisanewera.Withalltheseappsanddatasourcesinourorgani-
zation,focusing on individual technologies and individual tasks neglects 
the bigger objectives of the company.Drivingtangibleoutcomesforthe
businessrequiresthinkingattheleveloftheend-to-endbusinesspro-
cess(orchecklist),nottheleveloftheapp(ortask).Thosewhotrans-
formentireprocessesratherthansingletaskswillemergeontop.

From Fractured Parts to a Connected Whole

You may recall an incident involving the container ship Ever Given, which
seemedtostop theworldwhen itgotstuck in theSuezCanal forsixdays in
March 2021. About 90 percent of all consumer goods travel by sea.[8] A ship
gettingstuckforsixdaysmightnotseemlikea longtime,untilyouconsider
that for each day the Ever Given blocked traffic, it held up $10 billion worth
ofcargo.[9]

Supply chains are expansive, complex end-to-end processes that must
be orchestrated in harmony to succeed. Broad-impact disasters like the Ever 
Givenincidentareuncommon,butsmallerdisasterslikecontainerslostatsea,
closedports,orbroken-downrailwayshappenalmostdaily.Ineverycase,they
aretackledbylogisticsfirmsthatneedtogetthegoodsandmaterialstotheir
destinations.

As the route for a shipment changes, the interfaces each firm needs to
interact with changes too. For example, containers may be moved from one
shiptoanother,andsuddenlythelogisticsfirmneedstointeractwithadiffer-
entshippingcompany.While theoriginalshippingcompanymaybeaglobal
conglomeratewithsophisticatedsystems,thenewshippermightbeasmaller
companythatstillreliesonancientemailorevenpaper-basedprocesses.Logis-
ticsfirmsneverknowwhotheyaregoingtohavetointeractwithandneedtobe
preparedforallscenariostokeepthesupplychainhealthy.

OneofthelargestlogisticsrailwayfirmsinGermanyrecentlysearchedfor
anapproachtoautomationthatwouldworkforsuchadynamicenvironment.
For them, there was little value in automating a single task in their process.
Theyworkwithhundredsofpartners,eachwithacompletelydifferentmethod
ofinteraction:thewayoneautomatesataskwithonepartnerwillnotscaleout
totheothers.Additionally,withsuchadynamic,ever-changingenvironment,
automatingtasksoneatatimeissimplynotasmartstrategy.Astheyevaluated
automationapproaches, theirgoalwas to focuson technologyplatforms that
supported their entire process and allowed them to rapidly interact with the
diverserequirementsofotherfirms.

(continued)
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Forexample,manyoftheirshippingpartnersarestartingtorolloutGPS
tracking for containers.Eachpartner takesadifferentapproach.Onrefriger-
atorcontainers,whichalreadyhaveelectricalpower,technologiessuchasGPS
orBluetoothareanoption.Oncontainerswithoutapowersource,RFIDtags
areused.Eachoftheshippingpartnersdeveloptheirownsoftwaretogowith
theirchosentrackingtechnology.Therailwaycompanymustbeabletosetup
solutionsforeachoftheseoptionsquickly.Asimilarstoryplaysoutacrossevery
partnertherailwaycompanyinterfaceswith:customers,suppliers,transporta-
tioncompanies,truckers,andevenmanufacturers.

Ontopofallthecomplexity,thecompanyhastooffersoftwareportalsfor
theircustomerstotrackandbookcapacity.Ifarawmaterialsvendorislooking
forcapacity to ship theirwaresacross thecountry, the railwayneeds tokeep
acompetitiveedgebyofferinganeasy-to-useportalforbooking.Thebusiness
logicunderlyingsuchaprogramisextraordinarilycomplex.

“It’s important to keep in mind that digital transformation shouldn’t be
seenasaplateautobereachedorsomekindofendstate,”saystherailway’s
headofIT,“rather,itisastateoftransformation.”Thisapproachallowsthem
tokeeppacewiththerapidlychangingsupplychain.Itisimportantwork.Mod-
ernizingthesupplychainnotonlycreatesvalueforlogisticscompanies,butit
alsohasfar-reachingimplicationsformillionsofpeoplewhorelyonthesupply
chainforgoods,jobs,andmore.

Ittookaglobalpandemicformanybusinessesinlogisticsandbeyondto
shifttheirperspectivesandputaprocessmindsetinmotion.Butevenassome
pandemicpressureshaveeased,theneedtoevolveandreactquicklyintheface
ofchangeremains.Providingcustomerswithreliableserviceinanunreliable
worldiswhatsetsthewinnersapart.

(continued)
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The Integration Fragmentation
Our “there’s an app for that” world means more specialized and
purpose-built tools, but it also means we are slicing our companies
intotinyparts.Tostitchitbacktogether,companiesareforcedtotake
apiecemealapproachtoautomationandsurroundthemselveswitha
patchworkoftools.

Eachofthesetoolscandeliverspecificdiscretefunctionalitywell.
Integrationplatforms(iPaaS)syncdatabetweenapps,extract, trans-
form,load,andextract,loadtransform(ETL/ELT)loadsdatainbulk
from apps into a data warehouse such as Snowflake, robotic pro-
cessautomation(RPA)automatestheworkofcallcenterorinvoice-
processing staff, API management enables mobile or custom apps,
business process management (BPM) automates onboarding work-
flows,andchatbotsenableproductssuchasSlackandMicrosoftTeams
tobeaunifieduserexperience.
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App
UI

API App
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App
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IoT
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App
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The figure above looks clean and tidy. The reality when this is
deployedinourcompaniesismuchdifferent.Thenextfigureisasim-
plified view of a real company’s deployment of integration technol-
ogiesacrosstheirorganization.Eachofthesetoolsintegratedappsor
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datatoaddressneedsofspecificprojectsandmadesenseatthetime.
Unfortunately,thetechnicaltermforthisarchitectureisa mess.

Too many tools create point projects. These become islands of
automation,disconnectedfromeachother.Insteadofcreatingamore
connectedenterprise,ithasledtonewsilos.Asanewgenerationof
generativeAIapproachesareaddedtothestack,newsilosmaycropup.

In addition to the complexity, it also becomes hard to know the
statusofyourcoreoperatingflowssuchasthestatusoforders.Which
toolorunderlyingappdoyouinvestigate?Inthisenvironment,sucha
questioncreatesanxietyforeventhemostseasonedtechnologyleader.

Companiesneedacohesive,unifiedfoundationofdata,workflows,
anduserexperiencestobeabletobegintodrivesuccessfultransforma-
tionacrosstheirbusiness.

Despitethemassiveinvestmentinplatforms,apps,andthecorres-
ponding experts, our productivity is not getting better. At the same
time,employeesarebecomingmorefatigued,andwe’refallingshort
on company results. It’s time we recognize the missing piece in the
enterpriseanddosomethingaboutit.

AutomationandAIarenotsimplyaboutsavingafewhours;it’s
aboutbringingthebigpicturebackintofocusandrediscoveringour
productivity.
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•  The real value in automation is connecting all our apps and
weaving together our existing investments. To solve the ever-
growingproblemoffragmentationacrossourprocesses,weneed
somethingthatenablesaholisticcross-functionalviewofthedif-
ferentprocessesthatsupportourorganizations.

•  TherealvalueofAI isa significantcatalyst inaccelerating this
valuechain.WithgenerativeAIyoucanbuildthecodetoconnect
toapplications,youcandesignworkflowstoautomateprocesses
acrossthem,usethelargelanguagemodels(LLMs)tounderstand
andintelligentlyusethedatatoaccelerateinsightsanddecision
making,anduseaChatGPT-likeinterfacetoenableeveryonein
the enterprise get answers to their questions—no more getting
stuckwaitingforhelpdeskoranyotherperson.

Inthis“processmindset”world,automationandAIwithstrong
governance are the technical underpinnings to achieving end-to-
end orchestration. It not only puts the pieces of our company back
togetherintoacohesivewholebutenablesustomakealeapinpro-
ductivityacrosstheentirecompany.WeexplorethisindetailinPartII
ofthisbook.

Orchestrating our systems is not enough. The ground is rapidly
shiftinginthemarket;changeisconstant,anduncertaintyisthenorm
foreverycompany.Weneedtobehighlyadaptableandmalleableto
leveragethesechangestoourbenefit.Inthenextchapter,welookat
howthatplaysoutincompanieswiththegrowthmindset.

Later in thisbook,wecover thefivekeyareasofeverycompanythatbenefit
fromautomationandAI.Eachofthesecategorieshasmajorappssurrounded
byecosystemsofthousandsofsmallerapps.Withthenewautomationmindset,
ourcompanieswillneedtofindawaytoovercomefragmentationacrosseach
oftheseareas:

•  Front  office: the revenue-generating and customer-facing parts of the
company.Importantfrontofficeprocessesincludeleadmanagement,sales
operations,anddealdesk.

•  Back  office: the operations that keep the company running, including
finance and information technology. Important back-office processes
includeaccountspayable,payrollprocessing,andsecurityorchestration.

(continued)
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•  Customer experience:howthecustomerperceptionofthecompanyand
product iscapturedandputintoaction.Importantcustomerexperience
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•  Employee  experience: how a company crafts and shapes the engage-
ment and experience of their employees. Important employee experi-
enceprocessesincludehire-to-retire,employeeonboarding,andfeedback
capture.

•  Supplier  and  partner  efficiency: how a company works with sup-
pliersandpartnerscrucialtotheirbusiness.Majorsupplychainprocesses
includeorder-to-cashandprocure-to-pay.
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CHAPTER 3

The Growth Mindset

“An organization . . . might embody more of a growth mindset, 
conveying that people can grow and improve with effort, good 
strategies, and good mentoring.”

—CarolDweck

Inanenvironmentofconstantchange,weareleftwithlittlechoice
but to embrace it. At any moment, customer demand, market
dynamics,andotherfactorscanshift.GroundbreakingAItechnol-

ogy,likeChatGPT,canburstontothesceneatanymoment.Whenthis
happens,fixedorrigidprocessesarea liability.Butsomecompanies
have embraced change as part of their processes and pulled ahead.
Soon,everycompanywillhavetobuildprocessesforchange.

Those who choose to embrace change have what psychologist
CarolDweckcallsagrowthmindset.WhileDweck’swritingsprimar-
ily focus on individuals, she says that organizations can also have a
growthmindset.Theydon’t justadapttochallenges; theyrelishand
eagerlywelcomethem.1

Built to Last vs. Built for Change
Over the last 30 years, video content has taken many forms. From
antennasonourTVstoVHScassettesandLaserDiscs,thenMiniDiscs,
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DVDs,BluRay,andnowNetflixandTikTok.Manycompaniesprofited,
and others catastrophically failed as a result of this constant evolu-
tion(doyouknowanyBetamaxfans?).Companies in thesprawling
contentecosystem,suchasTechnicolororMGM,havewatchedtheir
businessmodelcontinuouslyfliponitshead.

Not every industry undergoes such a roller coaster, but the rate
of change is increasing for everyone. Technology is to blame, as it
spreadsintoeverycornerofthebusiness.Forcompanieseverywhere,
thisconstantchangecanbeanopportunityoradestructiveforce.The
differenceinoutcomeisadirectresultofwhetheranorganizationhas
agrowthmindset.

Joey Wat, CEO of Yum China, describes it as continuous inno-
vation: “Ihavealwaysbelieved that thecompanies that surviveand
prosperindynamic,competitivemarketsarenotnecessarilythestron-
gest or the smartest; they’re the ones that can respond quickly and
adapt effectively to changing circumstances. That requires empathy
forthosewe’reserving,resilience,andcreativity.”2

Watexplainsthatagilityandacontinuousdriveto innovateand
improve outweigh many other factors. “In times of comfort, many
companiesstopinnovatingbecausetheylackasenseofurgency,and
asProfessorClaytonChristensendemonstrated,indoingsotheyopen
themselvestodisruption.Intimesofcrisis, innovationisevenmore
important,asthepandemicshowedus.Inmyindustry,thefirmsthat
quicklyadoptednewhealthandsafetymeasuresforemployeestokeep
their restaurants open and designed new solutions like contactless
orderingandpickupweretheonesthatcameoutstronger.”

Thegrowthmindsetisnotonlyaboutourabilitytoreacttomajor
events such as the pandemic, market downturns, or global supply
chainissues.It’salsoaboutourresponsetoeverydaychallengesthat
persist inourcompanies.Wemighthaveanewcompetitorentering
the market, a customer who is unhappy, an employee morale issue,
oradelayinanimportantproject.Ourbusinessesneedtobeequally
as effective at responding to both daily challenges and company-
threateningcrises.

For most people in the average company, a growth mindset
requiresabigshiftinthinking.However,itisnotcompletelynewto
thebusinessworld.Infact,mostITteamsanddevelopershavebeen
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exposedtotheprinciplesofthegrowthmindsetforthelast10years,
whethertheyrealizeditornot.Agilemethodology,apopularapproach
tosoftwaredevelopmentandprojectdelivery,isbehindmanysuccess-
fulproductsweallknowandlovetoday.

The Value of Agile

Historicallyteamshavereliedonmorerigidapproachestobuildingsolutions
anddeliveringlarge-scaleprojects.Thisistypicallyreferredtoaswaterfall-style
management.Theseoldermethodsinvolveup-frontplanning,sequentialsteps
withsiloedfunctionalexperts,andproductorprojectdeliveryattheveryend.

At its core, Agile is a method for expecting, managing, and embracing
change.Itdividestasksintoshortphasesofworkcalled“sprints.”Scrumisa
commonformofAgiledeliverywhereeachsprintbeginswithaplanningmeet-
ing.Duringtheplanningmeetingtheteammembersdecidewhateachofthem
willworkonduringthatsprint.Theteamthenproceedstoworkontheiractiv-
itiesandconcludesthesprintbydemonstratingtheirrespectiveprogresstothe
restoftheteam.Thissimpleprocessenablestheteamtocontinuouslyassess
whathasbeencreatedtodate,learnfromit,anddecideonthenextbeststep.At
everystep,agileteamsaretestingtheirprogressanddeterminingiftheoriginal
intendedpathforwardisstillthebestone.Inthisway,Agilehelpscompanies
adapt tochanges in theenvironmentquicklywhileenabling innovation.The
incrementalprogressminimizesriskbycheckingifweareontherighttrackfre-
quently.Wegettocontinuouslycheckiftheenvironmentaroundushasshifted,
resultinginaneedtochangeapproaches.

(continued)
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Process Variance vs. Adaptability
We’ve inherited much of our current thinking about process
management fromthedayswhenall thatmatteredwerepeopleand
thingsmovingaboutinthephysicalworld.Wedesignedprocessesto
optimize those moving parts. As old processes are brought into the
digitalage,wearefindingtheyaren’tasadaptableastheyneedtobe,
anditwillcontinuetogetworseinthenewworldofAI.

Since implementationorchangeofprocesseswasexpensive,we
didn’tthinkofthemasflexible.Infact,therigidityofaprocesswasa
feature,notabug.Wetookcomfortinthephrase“Thisistheprocess.”
Followtheprocess.Don’tdeviatefromtheprocess.Weeliminatedvar-
iance.Butvarianceandadaptabilityaretwoverydifferentthings.

WhileAgilehasmadeinroadsinsomecompanies,manybusinessprojects
still happen waterfall-style. A great example of this is the difficult enterprise
resource planning (ERP) implementations of the past that tested everyone’s
patience.Stilltoday,majorIT,HR,orfinanceprojectscanlastsixmonthstomul-
tipleyears,makingitfeelasthoughourcompaniesaremovingatasnail’space.

Perhapsoneoftheculpritsforthislengthydeliverytimeisthatprocesses
arestillmanagedsequentially:

•	 Businessmanagershaveanidea.
•	 TheyhandthatideaofftoIT.
•	 The technology teamdevelops itand thenhandsbacka solution to the

businesstoreview.

Fromthetimetheideawasconceptualizedtothepointwhenasolutionwas
implemented,monthsorevenyearshavegoneby.Whentheintendedbusiness
outcomeofthatideaisn’tachieved,weactsurprised,andoftenafinger-pointing
exerciseensues.Weshouldn’tbesurprised.Ifideastakemonthsoryearstobe
realized,itmeansthateverydecisionmadeisonamassivedelay.Itisliketrying
tocontrolacarwitha30-seconddelayedbrakepedal—wepumpthebrakes,
blowthroughthestoplight,andendupinaditch,becausetheresponsetime
wastooslow.Today’smarketsaretoounforgivingforthisstyleofwork.

Whetherwewant tocall it thegrowthmindsetorAgile, theevidence is
clear: the old way of doing things is no path to a high-performing company.
Rather, embracing change to continuously learn and innovate is the way of
thefuture.

(continued)
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Eliminating variance with a fixed, repeatable process gives us a
certain internalpredictability. It’s likeadeterministic function,such
asy = x +1.Everytimeyoupluginx =2astheinputtothatprocess,
you’llgety =3astheoutputontheotherside.(Iassureyouthiswill
betheextentofthemathematicsinthisbook.)

Butitdoesnothingaboutexternalpredictability,ofwhichthere’s
verylittlethesedays.Weareoperatinginanenvironmentofrapidand
continuous change. Technology, competitive dynamics, and—most
ofall—customerbehaviorsandexpectationsarecontinuallyshifting
aroundus.

Whether those changes are a threat or an opportunity largely
comesdowntoadaptability.Howquicklycanweadaptourbusinessto
newcircumstances?

Adaptingourbusinessmeanschangingourprocesses.Itdoesn’t
worktohaveouroldprocessofy = x +1takex =2andsuddenly
output y = 5.That would be chaos! Instead, we need to swap out
y = x + 1 withadifferentprocess.Maybea slightlymodifiedone,
y = x +3.Ormaybeanentirelynewone,withadditionalstepsand
variables,y =2x2+5z +7.(Okay,seriously,nomoremathequations.
Ipromise.)

Westillwantthisnewprocesstobeaspredictableastheoldone.
But thekey is that it’sanew process that’sbeenadapted tonewcir-
cumstances.

And here’s the beautiful thing: because almost all our processes
today are—or can be—digital or digitally orchestrated, they are
extremelymalleable.It’sbits,morethanatoms,flowingthroughthem.

Overbuilding the Swing Set
Weliketosaythatwhensomeoneautomatesaprocesspermanently,
they“broughttheskyscraperconstructioncrewtobuildtheswingset.”
Itisaplayonthefamoustreeswinganalogyfromprojectmanagement
andourwayof(lightly)pokingfunatthewaymanycompaniesharden
theirprocesses.
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Often,automationissolelyownedbytheITdepartment,andIT
iscalledinonaby-requestbasistoautomateactivitiesorprocesses.It
isacentralizedoperatingmodelbuiltaroundaservicequeue,where
requestswaitinlineuntilsomeonehasthetimetotakethemon.This
modelinvolvesexpertswithcomputersciencedegrees(andsometimes
wizard hats) using complex and powerful technology to automate
eachprocess.

Thismodelistheoppositeofagrowthmindset.Itisafixedmind-
set.Itpresumesthat:

1.	 Thetechnicalcapacitytoautomateourprocessesisafixed,limited,
andpreciousresource;
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2.	 Thepreciousresourceofautomationskillsshouldnotbewasted
onmaintenanceorsupportofpastprojects;

3.	 The precious resource of automation skills should be carefully
spentonthemostimportant1%ofprocessesinthecompany.

Itisnothardtoseehowthismodelencouragesustobringthesky-
scrapercrewtotheswingset.Wedon’thavetimetochangeitlater,so
webuildaswingsetthatwilllastfor100years.ITteamsknowthey
needtogetitrightthefirsttime.Theautomationspecialistsneedto
moveontothenextproject;otherwise,nothingwillgetdone.Thefixed
mindset treats themasa scarce resource,creatinganorganizational
bottleneck.

Inaworldofacceleratingchange,thisfixedmindsetisnolonger
effective,ifiteverwas.Infact,companiesthatwanttowinmustrun
theoppositewayfromthisapproach.Youneverknowwhentherug
willbepulledout fromunderyourcustomers,yourmarket,oryour
employees.Teamsandprocessesmustbereadytothriveintheworld
ofnewandever-changingdemands.

WendyPfeiffer,formerCIOofseveralcompaniesincludingNutanixandGoPro,
has shown how this can be done. She implemented a three-month process
improvementcyclethatappliestoeverythingthattheITdepartmenttouches.
Every quarter, the organization spends an entire month assessing processes:
gatheringinformation,thinkingaboutwhatcanbeimproved,andlookingfor
opportunities.Thefollowingmonthisforrequirementsgathering.Thisinvolves
determining which approval steps are the most important, assessing security
needs,anddeterminingwhichstepscanbeeliminated.Thefinalmonthisthe
build/rebuildphase,wheretheprocessesaretorndown,rebuiltwithautoma-
tionatthecore,andimplemented/tested.Inthisway,everyprocessintheNuta-
nixorganizationisundergoingcontinuousevaluationandchange.Nosolution
willbeexpectedtolast100years,becauseacultureofcontinuousimprovement
hasbeencreated.Therefore,teamsfocusonwhatisneedednow,knowingthat
theycanrapidlychangecourseatanytime.
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When Stuff Hits the Fan
BusinesstravelandexpensemanagementcompanyNavan(formerly
knownasTripActions)hadambitiousplansfor2020.Withmorethan
3,000customers,2019 wasabanneryearforthecompany.3Theyhad
hiredover700 newemployeesandsettheirgrowthtargetforthefol-
lowingyearata“modest”400%.Thingswerelookinggreatforthefirst
fewmonthsof2020—thatis,untilMarch.

TheCovid-19pandemichadadisproportionateimpactondiffer-
entindustries.Someballooned,likevideoconferencing,homefitness
equipment,andfooddelivery.Otherscratered,likein-persondining,
retail, and travel—especially corporate travel, as companies’ duty of
careresponsibilitiesrestrictedtheabilitytoallowemployeestotravel
iftheywereunabletodososafely.Theimpactoneachcompanywas
basedonhowdependenttheirbusinessmodelwasonin-personinter-
actions.Unfortunately,Navanfellonthewrongsideofthatspectrum.
Businesstravelevaporated.Theirrevenueprojectionsquicklydropped
by95%.Theirmarketingbudgetandemployeecountgotcutinhalf.
Things were looking bleak. Their former CMO, Meagen Eisenberg,
describeditasa“wartime”experience.

Ratherthancrumbleunderpressure,Navangottoworkonchang-
ing its business. They rapidly refocused how they could provide
valuetotheircustomers.Thecompanyknewthatemployees—newly
distributed—wouldneedtobeempoweredtospendcompanymoney
innewways:forhomeofficeequipment,softwaresubscriptions,and
even food delivery. And so the company doubled down on Navan
Expense, their spend management product. They quickly expanded
theproduct’sabilitytoprocessallemployeeexpenses,notjusttravel.It
turnedintoahugesuccess.Navantookadisasterandturneditintoan
opportunity.Thisisthegrowthmindsetinaction.

It wasn’t only about the way they thought about the problem.
Navanhadalsoimplementedthearchitecturalunderpinningofthe
growthmindset—plasticity.This means that they implemented their 
automations in such a way that it didn’t cement their existing processes 
into place and instead enabled them to refocus the team and the 
company.Wesharethemethodstheyusedtoachieveplasticityinan
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upcomingchapter.Without thespeedandagility that theirunique
approach to automation afforded them, they would not have been
abletorapidlyrefocus,andtherewouldbenoNavantoday.

Navan is not the only story like this. Another great example is
Airbnb,whichquicklyrefocusedonitscorebusinessandadaptedits
policiestoaddresscustomers’newconcernsaboutcleanlinessandlast-
minutecancellations.4Ittakesaspecialtypeofgritforacompanyto
overcomethesekindsofchallenges.Ittakesanorganizationalgrowth
mindset:thewillingnessandabilitytoembracethechallengesaspart
oftheirverynature.ToquoteAirbnb’sCEOBrianChesky:“Inaworld
thatisfastchanging,oneofthethingsweknowisthatthingsthatsur-
viveintheworldarethethingsthataremostadaptive.Thethingsthat
aremostadaptivearethingsthatconstantlychange.”5

The Growth Mindset in Action
Itisallgoodandwelltolookatsuccessfulcompaniesfromtheoutside
and say, “We should be like them!” But what does this look like in
action?Let’stakeacloserlook.Here,weseeaquote-to-cashprocess
showingthevarioussystemsandinteractionsfromendtoend.

Thisquote-to-cashexampleillustratesacompanythathasapplied
theprocessmindsetfromthepreviouschapter,thinkingaboutauto-
mationbeyondasingletask.

•	 WhenanewquoteiscreatedbytheaccountteaminSalesforce,
thequoteimmediatelytriggersaSlacknotificationfordealdesk
approval.
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•	 Once the approvals are done and the customer has signed the
contract,thecompletedDocusignleadstoanewcustomerrecord
beinggeneratedinthecustomersupportplatform(Zendeskinthis
case)andtheERP(SAPhere).

•	 Allalongtheway,thedocumentationisbeingsaved,andthedata
isbeingupdatedforconsistencythroughout.

Asthebusinessevolvesanduncoversnewmarketsegments,they
might start to notice that quite a few nonstandard orders are com-
inginthatsimplydon’tfittheprocess.Perhapsthedealsizesaretoo
large,andcustomersneedmultiplesupportrequestsandERPrecord
updates. If we were talking about a company with a fixed mindset
whereITsimplybuilttheprocessesandleftthemtorunforeternity,
theteamsinvolvedinthisprocesswouldbeoutofluck.They’dhaveto
dealwithwhateverduct-tapedsolutiontheycouldmuster.

In growth mindset companies, however, processes are built for
change.Inthisexample,thecompanyaddedahuman-in-the-loopstep
toroutethenonstandardorderstotheresidentexpertonthesubject.
Additionally,they’veincludedanAIenginethatcontinuouslymoni-
torstheexpert’sactions,recognizespatterns,andgeneratestheappro-
priatesetofactionsusinggenerativeAI.Apartfromthenonstandard
orderpatterns, itcanalsostart recognizingpatternswithdelayedor
non-approvals and start informing the people creating the orders to
setexpectationscorrectly.Thepossibilitiesofhowtheprocesscanbe
improvedareendless.Allof thishappenswithout theneedforduct
tapeorasix-monthITprojecttoadapttothenewordertype.
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Perhaps,astheprocesscontinuesandourhypotheticalcompany
grows, we realize that these large customers need a more white-
glove,hands-onapproach.Soweaddaseriesofsteps forcustomers
spendingmorethan$400,000annuallytosendalertstotheserviceand
accountteams,automategiftsofhigh-endwine,andenableaVIPfield
inZendesk.

Leveraging a growth mindset, you see, the process evolves with
theneedsofthecompanybutremainsahighlyefficientandresults-
orientedprocess.Theprocessdoesn’texistonlyinthemindsofafew
teammembers;it’swelldefinedbutstillhighlydynamic.

In her book Mindset, Carol Dweck writes that “our findings tell
usthatit’spossibletoweaveafixedorgrowthmindsetintothevery
fabricofanorganizationtocreateacultureofgeniusoracultureof
development.Everybodyknowsthatthebusinessmodelsofthepast
arenolongervalidandthatmoderncompaniesmustconstantlyrein-
ventthemselvestostayalive.Whichcompaniesdoyouthinkhavea
betterchanceofthrivingintoday’sworld?”6

Dweck reminds us that we have a choice as company leaders.
Eitherwecanpursuewhatshecallsa“cultureofgenius”thatrelies
onahandfulofrockstarstogettheimportantworkdone,orwecan
implementprocessesandtechnologiesthatleadourorganizationsto
takeonthegrowthmindset,embracingchange,challenge,andhard
work.Thechoiceisours.
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An Epic Scale of Change
Today,whenwestepbackandlookatthegrandscaleofprocessesthat
needtobeautomated,hundreds,andperhapsthousandsofprocesses
emerge.Thesheersizeoftheopportunitycanbehardtograsp.

Sofar,wehaveusedpsychologyandthegrowthmindsettounder-
standhowourorganizationsshouldthinkaboutprocesses.Tounder-
stand how we do this at scale, it is helpful to change the lens from
psychology toneuroscience.Oneof themostexciting recentdiscov-
eries in this field is the concept of neuroplasticity. Neuroplasticity
describeshowthebrainisconstantlyreinventingitselfbywiringup
new processes, pruning unused pathways, and strengthening exist-
ingonesover time.This trait iswhatenablesus to learn,grow,and
improve as human beings. It is the biological underpinning of the
growthmindset.

I believe finding ways to make our companies neuroplastic, like
thehumanbrain,isasmartstrategicchoiceforleaders.Itishowcom-
panies like Navan, Airbnb, andToast (from Chapter  1) were able to
quicklybreakdownandreformthemselvesinresponsetoexistential
threats.InsomewaysthisisaperfectfitforAIandautomation.AIis
builtonthepremiseoflearningfromlargesetsofdata,takingaction,
and then continuously monitoring for new things to adjust accord-
ingly.Asdescribedintheorder-to-cashexampleearlier,AIisagreat
waytomonitor,visualizewhatishappeningacrossalltheprocessesin
theorganization,learnandinformthekeystakeholdersoftheprocess
asnewpatternsemerge,andevenmakeadjustmentstotheautoma-
tionsinalltheprocessesacrossthecompany.

Neuroplasticityhingesontheabilityofthebraintobecompletely
interconnected. In fact, research into cognitive decline has found
thatoneofthefirstsignsofthediseaseisthatneuronsstopflowing
betweenthedifferentportionsofthebrain,leadingtoaheartbreaking
loss of function.7 In the same way, impenetrable business silos are
kryptonitetoenterprise-wideautomationstrategies;ifimportantdata,
suchascustomerdataorproductusagedata, is trapped,AIwillnot
beaseffectiveandanyrelatedautomationswillsuffer.Therefore,the
growth mindset must be pervasive across the company and, when
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drivenfromthetop,canactuallybeleveragedasameanstoworkwith
thesilosinunity.

Manyoftoday’sbusinessesstillhavearockstarmindset,empow-
eringthefew,suchasexecutives,ortechnologists,todeterminehow
processesareautomatedandimproved(ifatall).Butifourorganiza-
tionsaregoing to thrive in thisvolatileworld,ourbusiness systems
needtobeneuroplastic,justlikethehumanbrain.Weneedtobeable
toadaptandreactonthe“neuron”levelratherthanattheexecutive
level.Thebraindoesn’tjustthinkdifferently;itcontinuouslyremolds
itself—andourorganizationsmustdothesame.
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CHAPTER 4

The Scale Mindset

“The potential for employee- driven digital innovation . . . cannot 
be accomplished by small groups of technologists and data 
scientists walled off in organizational silos.”

—SatyaNadella&MarcoIansiti

Automationisnotanewconcept.Mostunderstanditsvalueandare
awareofampleopportunitiesforautomationintheirbusiness.So
what’sstoppingthem?Whynotautomateeveryprocessinevery

cornerofthebusiness?Manyleaderswouldsayit’simpossible.
Say a midsize company has 200 apps (a conservative estimate).1

The company has 1,000 employees. Each employee uses three apps
andthreeprocesseseveryday.Thescaleofprocessesinthecompany
is some multiple of those numbers. It can come out to thousands
of processes and subprocesses. The top processes have names and
establishedchecklists.Mostothersdonot.

In most companies, nameless processes are manual ones. They
typicallyexistonlyintheheadsoftheteammembersinvolved.These
processesveryrarelygetautomated.Thesecaninclude:

•  Dataentryintothecustomerrelationshipmanagementplatform
(CRM);

•  Reportingonquarterlyperformance;
•  Projectrequestsbetweenteams;
•  Andthousandsmore.
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ItwouldmakenosenseforanaverageITteam,whichisunder-
staffedandoverworked, toprioritize theseunnamedprocesses.Asa
result,onlythemostcriticalandhigh-profileprocessesinthecompany
getautomated.Theremaining99%ofprocessesgounaddressed.When
thinkingaboutautomationinthetraditionalway,thismakesperfect
sense. If an automation takes the IT team one month to build, and
thereare1,000processes toautomate, the timeline tocompletion is
justover83years.

Thescaleofneed isoutof syncwith theavailable resources. In
otherwords, there is a scale problem with the traditional approach to 
automation.

Working in the Shadows—Without IT
EightintenworkersusesoftwarewithoutITteamknowledge.2They
have good intentions; they want to succeed, and the software they
buy helps.This is not new.When laptops replaced desktops, offices
providedwiredinternetbutnoWi-Fi.Employeessolvedthisbybring-
inginpersonalWi-Firoutersandpluggingthemintothelocalnetwork
port.Mobility inside theofficewasn’tan ITpriorityat the time—so
employeesfoundtheirownsolutions.Theseareexamplesofwhatis
calledshadowIT.

Shadow IT is a problem. In bad cases, it morphs into rogue IT,
whereemployeesuseimportantbusinessdatainunauthorizedways.
Sensitive data falling into the wrong hands can create even bigger
problems.WiththematuringofAItechnologies,itisnowbecoming
eveneasiertoautomatewithoutIThelp.Allsomeonehastodoistella
generativeAItoolwhattheywanttoautomate,andtheautomationis
created.Ononehand,thishelpsacceleratehowfastacompanyisable
totransformitself.Ontheotherhand,itincreasestheriskofsensitive
datafallingintowronghands.

Whenbusiness teamstry toautomatewithoutITteamhelp, the
shadow IT problem is a threat to your business. Unrestricted auto-
mation has enormous damage potential. From business outages to
poorcustomerexperiencestosecurityandcomplianceissues,thepos-
sibleimpactsareserious.Undoingthedamagecancreatesignificant
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technical debt that just adds more work to the IT team’s extensive
backlog,whichcompoundsthestrainedrelationshipbetweenITand
businessteams.

Asleaders,weseeshadowITasaproblemtosolve.Butitisalsoa
signofanITmodelthatcan’tsupportwhatourcompaniesneed.Our
businessteamsaretryingtosolveissuesthatarenotITteampriorities,
sotheylookelsewhereforanswers.Achangeinmindsetisneededto
solvetherootoftheproblem.

Transformation Cannot Be 
Limited to IT
Inthepast,companiestriedtoscalebyaddingmore.Theywouldadd
newpeopletotheautomationteamorhireexternalconsultants.Best
practicessuggestoneITexpertforevery100employees.3Butcontin-
uouslyincreasingheadcountisnotarealisticorcost-effectivechoice.
Thesheernumberofprocessesmeanswecan’taskasmallhandfulof
technicalspecialists todrive theautomationrevolutionalone.There
willneverbeenoughspecialiststokeepupwithdemand.
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Businessteamsarecreative,thoughtful,andeagertosolveprob-
lems.Inmanyinstances,theyarewellversedinthedata,applications,
andbusinesslogicthatunderliecoreprocessesintheirdomain.Col-
lectively theyknowthevisionandmissionof theorganizationwell.
Eachnewgenerationthatjoinstheworkforcegrowsmoretechnically
savvy.4Whenbusinessteamsarenotempoweredtosolvetheirprob-
lems,itisalostopportunity.Businessteamsareaproverbialmountain
ofuntappedpotentialforautomation.

WhenITteamsownautomationalone,shadowITgrows.Business
teams step in to create automations themselves, often creating risk
andtechnicaldebtforthecompany.Asdescribedabove,thisisgoing
to further accelerate as generative AI technologies become more
pervasive.

Theautomationopportunitylookslikethispyramid.TheITteam
keeps the company alive, and creative people build in the shadows.
Mostautomationpotentialremainsuntapped.GenerativeAIhasthe
potentialtoinvertthispyramid,butwithoutpropercontrolsitcreates
abigriskforallorganizations.ChatGPTadoptionisalreadyshowing
signsofthis;companiesaredevisingstrategiesonwhattodoaboutit
andhowtoprotecttheirdata.Ithasreachedapointwheresomecom-
panieshaveevenblockedaccesstoit.
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It’s Time to Update Our Mental Model  
of Technical Skill

Manyofusstillseparateworkersintodatedmentalmodels:technicalandnon-
technical. Apps and information systems managed through code, complex
configfiles,command-linetools,andSQLquerieshavebeenthenorm.These
complextechnologiesrequireddeeptechnicalexpertiseandsegregatedspecial-
istsfromtheaveragebusinessuser.

People and technology have evolved. Tech literacy is growing, but tech-
nologyisalsomoreaccessible.Packagedcloudofferings,self-serviceanalytics
tools,low-code/no-code,generativeAI,andbetteruserexperienceshavehelped.
Consumerizationofenterprisesoftwareisunderway.

ThetechnicalgapbetweenITandnon-ITisshrinking,yetourperception
isstillrootedintheworldof20yearsago.Atthesametime,ITandbusiness
alignmentstillneedimprovement.The“usvs.them”mentalitybetweenITand
thebusinessmaybepartoftheproblem.

Whenthinkingabouttechnicalexpertisewiththisdifferentperspective,it
becomesclearthatwemayhaveabiggerpoolofresourcesthanwethought.This
doesn’tmeanthatSteveinaccountingisgoingtobeexpectedtostartwriting
Pythoncodetomorrow.ButStevewillbeabletouseapplicationsandAItodo
hisjobbetterandfaster.Itmeanswhenwelookattheworktobedoneandthe
typesofexpertiseneeded,wedon’tneeddeeptechnologyspecialistsforevery
job.Yet,atsomebasiclevel,manybusinessandtechnologyleadersstillbelieve
weneedtocontinueoperatingthewaywedid20yearsago.

Itishumannaturetodevelopascarcitymindsetwhencriticalresourcesrun
low.It’sanaturalhumanresponsetohavingverylittleofsomethingimportant;
itdominatesourthinking.Researcherscompareittotunnelvision,wheresatis-
fyingourneedsbecomesallthatmatters.5Itisattherootofbaddecisions,from
unhealthyfastfoodwhenwearehungrytopaydayloanswhenweneedquick
cash.StudiesshowthatourIQgoesdownwhenwehaveascarcitymindset.6

(continued)
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Embrace Scale, Empower 
the Company
SteveJobsoncesaid:“Peopleshouldn’thavetoaskmanagementper-
mission to do something. Authority should be vested in the people
doingtheworktoimprovetheirownprocesses,toteachthemhowto
measurethem,tounderstandthem,andtoimprovethem.Theyshould
nothavetoaskforpermissiontoimprovetheirprocesses . . . . [They]
areinthebestpositiontodecidewhatshouldhappen.”7

Theoppositeofthescarcitymindsetistheabundancemindset.In
abusinesscontext,we’llcallitthescalemindset.It means embracing a 
new operating model that taps into the latent potential of the company.

Inarecentsurvey,Gartnerfoundthat“67%ofCEOswantmore
technologyworkdonedirectlywithinbusinessfunctions.”8Granting
teamstheabilitytoimprovetheirworkiscrucialtoreachingacom-
pany’sfullpotential.Italsocreatesasenseofownershipandpridefor
theseteammembers,whichultimatelyresultsinmorejobsatisfaction.

Imaginearushingriverheldbackbyadam.Theriverwantstogo
thepathofleastresistance,thefastestandsurest,butthedammakes
that impossible. By removing the dam and providing guardrails to
direct theway thewaterflowsdownstream,companiescanunleash
thefast,powerfulcurrentofinnovation.

SomeIT teamsandCIOsworry that removing thedamisa loss
ofcontrolandanembraceofchaos.Wordssuchas“democratization”
and “citizen developer” trigger pained looks and trepidation. But as
we’llexplaininthedemocratizationchapter,thereisabiggapbetween
ahealthydemocracyandtotalanarchy.

After20yearsofmanagingscarce technicalknowledge, scarce technical
experts, and scarce IT team availability, we have a scarcity mindset in the
enterprise.Wearetreatingourtechnicalexpertiseasarareresource,onlytobe
appliedtothemostimportantprocesses.Wedon’twanttospreadittoothinfor
fearthatwewillwasteit.

(continued)
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AscalemindsetdoesnotdisempowertheITteam.Itraisesitspro-
filewithintheorganization.Someonemuststepintoanoversightand
guidance role for quality, safe, and compliant automation. Business
teams need to be empowered by training, consulting, mentoring,
support services, and the right combination of technologies.The IT
teamisidealforthis.Rethinkingtechnicalexpertiseisnotdesignedto
replacethembutelevatethemasastewardofcompanypotential.For
example,ratherthantaketheapproachofcreatingadamandblocking
theuseofAIandautomationtechnologies,itprovidestheguardrails
and oversight and enables the broader organization to utilize these
technologiessoitcanunleashtheoverallorganizationtoautomatethe
99%automationprojectsthatotherwisewillnotseethelightoftheday.
CentralITbecomeslessofanautomationfactoryforbusinessteams
andbecomesmoreofaserviceprovideraimedtoempowerthem.

Adopting the scalemindsetwilldomore thanexpanda compa-
ny’stechnicalcapacity—itcanfocusit.Formostcompanies,thisidea
soundslikeapipedream.Thetruth,however,isthatmanycompanies
havealreadyembarkedonthisjourneyandareseeingamazingresults.

A Democratization Revolution
Wewouldbewrongtoassumethatascarcitymindsetonlyaffectstra-
ditionalcompanies.Youngercompaniesbornintheclouderaalsodeal
withthesesamechallenges.

AlargeandsuccessfulmarketingSaaScompanyrecentlyexperi-
encedthetensionofaclassicITandbusinessfallingout.Severalmajor
company-wideprojectsthatIThadmanagedwentpoorly.Therewere
costoverruns, longdelays,andsolutionsthatcompletelymissedthe
mark.Trustbetweenteamswaslow;ITandthebusinesswerebarely
onspeakingterms.“Wegottothepointwherethebusinesswascom-
pletelyfrustratedwiththeoutput,”saidoneanalyst.WhenITbuilta
project,supportwouldbeunavailableformonthsbecauseoftheirdeep
backlog.ThebusinessteamsfeltlikegoingtoITwasawasteoftime.

ItseemedliketheITteamchosetheirownprioritiescompletelyout
ofstepwiththecompanygoals.Once,tothesurpriseofthecompany,
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theITteamannouncedthattheybuiltanewclassroomtrainingportal
for customers. In the eyes of the business, not only was this a low
priority,butitalsodidn’tevenmakethelist.Itwasaprojectnoone
hadaskedfor.Withinmonths,thenewportalhadissuesthatneeded
support,buttheITteamhadmovedontootherprojects.

When the business needed something done, they often worked
aroundITandpurchasedshadowITtools.Theyfelt itwas justified,
andafterall,out-of-the-boxnative integrationsand their shadowIT
integrationtoolsseemedtobegettingthejobdone.Thisapproachblew
upintheirfaceswhen,atsomepoint,someoneconnectedadatabase
withsensitivecustomerdata toanexternal-facingspreadsheet.Cus-
tomernames,emailaddresses,phonenumbers,andaddressesstarted
pouringoutinpublicfortheworldtosee.Itwasatechnicalblunder—
onethattheITteamwouldhavenevermade.

Leadership recognized the problem. In response, they formed a
completelynewautomationteam.Theteam’sshort-termgoalwasto
easethepressureforautomationprojectsaroundthecompany.Their
medium-termgoalwastorestorethebrokenrelationshipbetweenthe
ITandbusinessteams.Theirultimategoalwastohelpthecompany
reachanewlevelofoverallperformance.

The new automation team’s first order of business was to find
anautomationplatform.Theychosealow-code/no-codeoptionthat
waseasytouseregardlessoftechnicalknowledge.Butthenewteam
resisted the urge to open a service queue and start taking automa-
tionrequestsrightaway.Instead,theybeganbyofferingaclass.They
invitedpeoplefromaroundthebusinessandmembersoftheITteam.
Everyonewhograduatedreceivedalicensetoautomate.

Overtime,thisclassbecameacornerstoneofthecompanyculture.
Thisteamofonlyafewpeoplecreatedapathtoautomatehundreds
ofprocessesaroundthecompany.Theydidthisbyopeningapathfor
employees to automate their processes. With a little education and
guidance,hundredsofteammembersbeganbuildingtheirideas.

Theautomationteamalsocreatedtheinfrastructurethatanauto-
mationprogramatscalewouldneed.Theinfrastructureincludederror
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handling, use of AI technologies through custom-built connectors
for approved AI applications, and operations frameworks. To avoid
catastrophes, theydevelopedaprocesscalledtheautomationreview
pipeline.Everyautomationcreatedbythebusinesshadtobereviewed
andapprovedbeforeitwentlive.

Eventually,theautomationteamgrewintoacenterofexcellence
with two sub-teams. One supported internal, business-facing teams,
suchasHR,finance, IT,andsecurity.Theother supportedrevenue-
facingteams,suchassales,services,andmarketing.Theteamswere
relentless in finding ways to empower the organization, whether
throughtraining,infrastructure,governance,orothermeans.

Withoutautomatingasingleprocess,theautomationteammade
abigimpact.Afewmonthsintotheprogram,theywerereceivingup
to20automationreviewrequestsper day.Between70%and80%ofthe
projectsinthecompanywerebeingautomatedbyteamswhoweren’t
madeupofdeeptechnicalspecialists.Thecompany’sgrowthduring
thistimealsoimprovedfromarecentplateau.

TheleadershipnotedtherelationshipbetweenITandthebusiness
was improving. Morale seemed to be picking up.The IT team even
askedthebusinessforhelponcertainautomationprojects.

Imagine if this company had continued its original path. How
muchpotentialwouldhavegoneunused?Thisisnotsomeedgecase
or strange exception. Every company can reach a point where people 
outside the few technical specialists are automating 80% of the projects. It 
takes a different mindset— a scale mindset— to get started. Once it takes 
hold, even the most skeptical IT veterans see the future is not in asking for 
higher headcount.

Democratizationisabigidea.Itistrendyandattimescontrover-
sial,butitcanwork.WhatplayedoutinthemarketingSaaScompany
happensallthetimeincompaniesthatembracethenewautomation
mindset.Butwecan’tjustgivebusinessteamsaccessandhopethings
work out for the best. We need to enable democratization with the
righttechnology.Onlythencanwebringeveryoneonboard.



62 CHAPTER 4  The Scale Mindset

The New Automation Mindset: Making It Happen

We’vereachedtheendofPart1ofthisbook.Foreachconceptyouhavelearned
aboutinPart1,thereisamatchingarchitecturalunderpinninginPart2.Here,
wewillrecaptheconceptsofthelastthreechapterstosetthestageforthenext
threechapters.

Applying Systems Thinking and the Process Mindset with 
Orchestration
InChapter 2,welearnedthatmanycompaniesfeelstuckbecausetheyusecom-
plextoolsthatautomatetasks.Toovercometheproblemsofautomatingtasks,
weneedaprocess mindset.

Sohowdowemakesurewedon’tgetstuckintask-centeredthinking?In
Chapter 5,we’lllearnaboutorchestration.Itisthetechnicalunderpinningofthe
processmindset,whichenablesourteamstousesystemsthinkingtoaddress
theunderlyingbusinessobjectivesoftheprocess.
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Like an orchestra needs a conductor, our businesses need an orchestra-
tionenginetobringend-to-endprocessesintoharmony.Withorchestration,we
interweavethecomplexsetofsystemactions,userexperiences,anddatathat
arethelifebloodofeveryprocess.Theresultsmultiplytheexistinginvestments
we’vemadeinbothapplicationsandevenourexistingautomationtools.

Embracing Change with the Growth Mindset via Plasticity
InChapter 3,welearnedweneedtoembracechangeinourprocesseswiththe
growth mindset.Itshouldbeeasyforourautomatedprocessestochangeasfast
asthemarketdemands.Inotherwords,ourbusinessesshouldworklikeneuro-
plasticbrains—wiringandrewiringprocessesallthetime.

Howdowesupportthatdynamism?InChapter 6,we’lllearnaboutplas-
ticity, the technological underpinning that allows us to continuously adapt,
learn,andattimesfundamentallyrewireprocesses.

Achieving the Scale Mindset with Democratization
InChapter 4,we learned thatcompanieshavepeoplewithallkindsof skills
thatcanbedirectlyappliedtoautomatingwhatwedo.Weneedtoapply the
scale mindsettoseetheuntappedpotentialandchartapathforbusinessandIT
teamstobuildthefuture.

There isacaveat,however:withoutastrongsystemofgovernance,scal-
ingautomationcanquicklybecomeanarchyinsteadofademocracy.Weneed
guardrailstoensuresecurity,scalability,changecontrols,compliance,andother
suchrequirementsaremet.InChapter 7,wetalkaboutthetechnicalunderpin-
ningfordemocratization.

If you have read this far, you have a solid grasp of the concepts that
will guide unstoppable companies in the new era. Let’s dive into Part 2 to
understandhow.

Accelerating Orchestration, Plasticity, and Democratization 
with AI
InChapter 1,wetalkedabouthowimportant it is torefinetherawpowerof
generative AI with governance and an execution engine.We’ll touch on this
executionengineinPart2andmorein-depthinPart4.Butit isnotasimple
task—governance,forexample,cantakemanyforms.Itneedssecurity,access
controls,privacy,andscalabilitytowork.Anexecutionplatformshouldbever-
satile,powerful,andtransparent.

EachkeyelementofanenterpriseAIplatformalignstothethreearchitec-
turalunderpinningsofthenewautomationmindset.

(continued)
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CHAPTER 5

Orchestration

“The conductor of an orchestra doesn’t make a sound. They 
depend, for their power, on their ability to make other people 
powerful.”

—MaestroBenjaminZander



70 CHAPTER 5  Orchestration

Healthcareishighstakes,andmedicalstaffingfirmsdealwith
verycomplexprocesses.Whiletheirgoalsareliketheaverage
recruiting firm, clinician placement is more complicated.

AcompanycalledVituitymakesitlookeasy.Theirapproachtophysi-
cianonboardingandcredentialingisaprocessautomationmasterclass
wecanalllearnfrom,butitdidn’tstartoutthatway.

“Ourphysiciansseeaboutsevenmillionpatientseveryyear.Our
coreproductishuman—thatis,cliniciansprovidingcaretopeople,”
saysVituityCIO,AmithNair.“Ournumberonegoalisthataphy-
sician is hired and staffed, ready to serve the community on day
one.” Clinician staffing involves hundreds of emails, actions, and
data movements over four to six weeks. “Our rate-limiting factor
wasourlegacysystemandhowwewerenotorchestratinganyofour
processesfromendtoend,”saidNair.“Soitwouldtakeanywhere
between 700 to 1,500 hours to staff a single physician. We weren’t
lookingattheprocessendtoend,sowehadtoimprovise.”

It’s enough to make any technology leader’s head spin. It gets
worse: Any delay means a hospital, emergency room, or ICU goes
understaffed,whichmeanspatientseitherwaitorreceiveinadequate
care. “It’s a life-or-death situation. Our product has to work on day
one;there’snomoretesting.Youcannotrevertthecodeoranything
tothateffect.Ourphysicianshavetobetrulyatthelocation,present,
andprovidingcarebecausetheemergencyroomisoneofthetoughest
areasinthehospitals.”

Theprocessisanautomationopportunity.Butthereissomething
deeperatwork.InChapter 2,wetalkedaboutreplacingtaskthinking
withprocessthinking.Thatencouragesustolookattheentireprocess
andaskhowtoimproveitfromstarttofinish.ForVituity,applyingthe
typicaltask-focusedautomationapproachisnotenough.Automating
oneortwostepsoutofhundredsmaysavesomemoney,butit’snot
goingtomakeameaningfulimpactontheendgoal.Additionally, if
changestoafewtasksinadvertentlybreakanotherpartoftheprocess,
patientswillbeatrisk.Thestakesaretoohigh.Forthesereasons,Vi-
tuitychosetoapplyprocessthinkingtoorchestrateeverything.They
unlockedtheirbusinesswhentheychosetostopthinkingaboutauto-
mationinthecontextofindividualtasksandfocusedinsteadonhow
theycoulduseautomationtochangehowtheydobusiness.
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Approaches to Automation
Automationisabroadterm.Inbusinessprocesses,automationtakes
differentforms.Eachleadstodifferentoutcomes.Inthissection,we
explorethetask-based,straight-through,andorchestrationapproaches.

Task- based Automation
Task-basedautomation iswhereacompany looks forsinglediscrete
tasksusuallyperformedbyasingleroleinthecompanyandautomates
them.Thegoalistofreeupemployeetimesotheycanfocusonother
activities.

IfVituity used a task-based approach, it would single out a few
stepsinitslongstaffingprocessandfocusonautomatingthosesteps.
Theyhaveplentyofopportunities:emailattachmentdownloads,mes-
sagetemplates,orspreadsheetuploads.Theoutcomewouldhavebeen
measuredinhourssavedonthetask.

Task-based automation is great for quickly saving some time or
removing a bottleneck from an existing process.The problem, how-
ever,isthatitwillneverresultinachievingthelargertransformation
potentialwecanachievewhenrethinkinganentireprocessthrough
thelensofautomation.

Straight- through Processing
For many years, straight-through processing (STP) was the pinnacle
of automation. STP means processing records or transactions from
starttofinishwithnohumantouch.Thetermhasbeenaroundsince
the1970s.Incaseswiththousandsoftransactionseveryminute,like
payments, STP is a great fit. If task-based automation is microscale,
straight-throughprocessingissystemscale.Thetechnologytakesover
theentireprocessacrosssystemsandisdesignedtorequirenomanual
intervention.

Phrasessuchas“theautonomousenterprise”arepopular,butSTP
is not the best approach for every process. Most business processes,
whenlookedatend-to-end,stillrequirepeopleinsomewaytohandle
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exceptions, make decisions, provide creative inputs, etc. Companies
thatembracethe“fullyautomated”(onlySTP)mantrasometimestar-
nishtheirbrands.Incustomerservice,forexample,peoplestillprefer
toworkwithotherhumans.Wemustrecognizethatpeoplewillalways
playavitalroleinourprocesses.Ourfinaldestinationascompaniesis
nottobecomeavendingmachine.STPisbestleftforprocesseswhere
speedisoftheessence,buthumanexpertiseisnot.

Orchestration
Orchestration coordinates people, software, and data in end-to-end
processes to get jobs done. With orchestration, people—customers,
employees,orpartners—arestillkeycomponentsoftheprocesswhere
theirstrengthsareneededmost.

Orchestrationisthepinnacleofautomation.Itallowsourpeople
and technology to maximize their respective strengths. Tech, espe-
ciallyAI,isabletointerpretlargesetsofdataacrosstheentireprocess
andevenbuildatemplatefortheidealend-to-endorchestration,but
peoplearebestatcreative tasksornonstandardexceptionhandling.
Orchestrationholdstechnology,humanexpertise,andautomationin
balance,maximizingoutcomesforthecompany.

Incorporatingorchestrationintoourautomationstrategydoesnot
meanwethrowawayourtask-automationtoolsorstopstrivingforSTP
whereitmakessense.Orchestrationhelpsusweavetheseapproaches
inwheretheymakethemostimpact.Italsohelpstoactivatethepro-
cess mindset in our teams. By stepping back and thinking through 
how to orchestrate the end- to- end process, the appropriate uses of task- 
automation and STP will naturally fall into their ideal places.

Orchestrating business processes means more than simply being great at the
“happy path” of doing business when everything goes as planned. The mili-
taryterm“fogofwar”seemsappropriatefortheunpredictable journeyevery
companyisnavigating.Unexpectedeventsarethenorminwar.Ifwearenot
abletoassess,respond,andadjust,wewilllosethebattle.

SouthwestAirlines (SWA)employeesprobably felt like theywereatwar
during the 2022  winter holidays. At that time, SWA experienced a complete
meltdown,reachingover80%offlightcancellationsformorethanaweek.
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Thiswas shocking.SWA leads the industry incustomer satisfactionand
efficiency. Deploying a unique point-to-point operational strategy, SWA is
known for friendly service and on-time flights while maintaining profit and
recordgrowth.Theyalsorunthefastestturnaroundtimesinthebusiness.

What happened? Their infrastructure was primarily optimized for the
“happypath,”whereeverythinggoestoplan,withminordisruptions.Itwasn’t
setuptoorchestrateanexception-handlingprocessrobustenoughfortheorder
ofmagnitudeofdisruptionsthewinterstormcaused.

ThisiscalledIRregularOPerationS(IROPS),astandardtermintheairline
industry dealing with anything that impacts normal operations, including
events like crew calling in sick, aircraft maintenance problems, and extreme
weatherconditions.Tooptimizerecovery,SWA“IntegratedOperations”needs
lotsofdatapointsinoneplace.Orchestrationcanbringtogetherthatdatafrom
manydifferentbusinesssystemssilos:

•	 Flight;
•	 Passenger;
•	 Crew(pilot,flightattendant,airportstaff,maintenance);
•	 Bags;
•	 Aircraft;
•	 Gates/stationsetc.

Informed recovery decisions can then be made considering all possible
impactsaswellasrippleeffects.Anydecision(SWAP,DELAY,orCANCEL)has
customer impacts, financial impacts, and compliance and regulatory impacts
andhastotakeintoconsideration:

•	 Customercompensationcost;
•	 Aircraftutilizationcost;
•	 DOTarrivalpenalty;
•	 Totalcustomersimpacted;
•	 Totalcustomerdelayminutes.

Asvisualized,rippleeffectsareespeciallycomplexforSWA,whichoper-
ateswithmulti-legroutes.ThetripfromSFO-DAL-MEMhasaprobleminthe
SFO-DALlegandisimpactingtheDAL-MEMlegneedingadecisiontobemade
toSWAPanewaircraftorDELAYtheflightorevenCANCELtheflight.

(continued)
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The Jobs to Be Done
Goodautomationstrategiesconsideroutcomesforeveryoneinvolved.
ThelateHarvardBusinessSchoolprofessorClaytonChristensensaid,
“If you understand the experiences you need to provide customers,
that tellsyouwhatyouneed to integrateandhowyouhave to inte-
grateitinordertoprovideexperiencestogetthejobdone.”1Weshould
startfromtheexperienceandworkbackwardtowardthetechnology.
Task-basedautomationandSTPlookforwaystoapplytechnologyto
aprocess.Orchestrationaskshowtogetthejobdonebestwithevery
resourceavailable.

Consumersdon’tbuyaquarter-inchdrillbit;theybuyaquarter-
inch hole. Similarly, they don’t take Uber for the joy of riding but

Makinggoodrecoverydecisionswillalsobenefitfromorchestratingbidi-
rectionalcommunicationwithstaffinthefieldtogathertheirlocalintelligence.
Once an exception decision is made, orchestration is needed to populate the
adjustments to all different business systems.This also includes orchestrated
exceptioncommunicationtopilots,crew,gateagents,andcustomerstomake
themawareofchanges.

Withrobustexceptionprocessorchestrationforamajordisruptionevent,
SWA would have had a much better chance to get back on track when bad
weathercausedhavoc.However,whileindustry-leadingatexecutingthe“happy
path,”theylackedtheorchestrationapproachestohandlingamajorexception
eventandthuslostthe“winterstormbattle.”

(continued)
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rather to reach their destination. Christensen’s “jobs to be done”
theory that we mentioned in the introduction is a helpful way to
understandhowthisplaysoutincompanies.Needs(orjobs)cropup
incompanies,and theyhireapersonor technology to fulfill those
needs.Companiesneed tomanage thesalesprocess, so theybuya
customer relationship management platform (CRM).They need to
managejobcandidates,sotheybuyrecruitingsoftware.Theseareall
jobs,andthecompanyis“hiring”softwaretogetthemdone.

Christensensaysdoingajob“moreeasily,conveniently,orafford-
ably” is the heart of disruptive innovation. It enables a disruptor to
“imaginehowtoimproveitsproducttoappealtomoreandmorecus-
tomers.”2 Orchestration is a means to that end: finding better ways
todojobsforyourcustomers.TaskautomationandSTPlookinward
to cut costs, but orchestration looks outward at business outcomes.
Efficiency isstillanaturalsideeffectoforchestratingbetterways to
getjobsdone.Withorchestration,wegetbothimprovedbusinessout-
comesandgreaterefficiency.

The jobVituitydoes forcustomers isplacinggreatphysicians in
critical locations to improve patient care. Improving the job means
makinghiringexperiencesasfrictionlessaspossible.Vituity’sdisrup-
tiveinnovationisbeingmoreefficientthantheircompetitorsinacom-
plex, slow-moving market.To get this job done for their customers,
theynoworchestrateeveryprocessingredientfromstarttofinish.The
ingredientsfallintothreecategories:people,process,anddata.

People Processes Data

Clinicians/doctors
Employees
Hospital
administrators

Hiring
Credentialing
Negotiations
Sitestart-up
Backoffice

Contractmasters
Employeemasters
Sitemasters
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Orchestration’s Building Blocks
People, process, and data are orchestration’s most basic building
blocks. It’s a subtle twist on the classic “people, process, and tech-
nology”ITmodel.End-to-endbusinessprocesses—suchasemployee
onboarding—always involve all three. These ingredients are inter-
twinedandlinkedtooneanother.Foremployeeonboardingyoucould
breakitdownasfollows:

•	 People:Thenewhireneedstoreviewandsigntheiremployment
contractandtaxdocuments.Themanagerneedstoprovideinput
ontheappsthey’llneed.TheHRteammayneedtohandleques-
tionsorexceptions.

•	 Process:Asanewemployeeishired,therearemanydependencies,
andtheseformaprocess.Forexample,wedon’twanttoordera
laptopfortheemployeeuntilwehaveconfirmedtheirstartdate.
Theirpayrollshouldnotbeactivateduntil theirfirstday.Setting
their access and applications may be dependent on input from
theirmanager.Alltheseactivitiesandbusinessdependenciesmust
beinitiatedattherighttime,undertheappropriateconditions,and
onlywhenthepreviousnecessarystepshavebeencompleted.

•	 Data:ThenewemployeewillhaveanHRrecord,apayrollrecord,
a system account, application accounts, equipment orders, con-
tracts, and many other associated data. All this data needs to
be created or updated as they progress through their onboard-
ingjourney.

Byorchestratingtheentireprocess,Vituitycuthiringtimeinhalf
fornewphysicians,fromfourweeksdowntotwoweeks.Employees
take pride in placing 2,000 physicians in hospitals every year. More
patientsnowhaveaccesstothecarethattheyneed.Vituityestablishes
asustainablebusinessadvantagewithahiringprocessthatisordersof
magnitudemorefrictionlessandefficient.

Amith Nair compares orchestration to the brain and a central
nervous system in the human body: “It’s the digital nervous system
that’sflowingdatafromonesystemtotheothersystemsothatwecan
actuallygetourphysicianspracticingmedicineatthehospitalinless
than60 days.”
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Technical Capabilities Required 
for Orchestration
Theword“orchestration”ispopularinthetechspace.Weseeitused
for microservices, infrastructure provisioning, devops, and more.
When we discuss orchestration here, it is specifically in the context
ofbusinessprocessautomation.Itencompassesanothertermrelated
toprocessautomation:workflows.Whileworkflowsarefinite,orches-
trationisinfinite.Whenweunderstandthis,weseesomeofthekey
technicalcapabilitiesweneedfromanautomationplatformtoactas
anorchestrationengine:

1.	 Event-drivenworkflows;
2.	 Theabilitytocombinehumanandsystemactions;
3.	 Interoperabilitywithotherspecializedautomationtools;
4.	 AItomonitor,learn,andimprovetheworkflows.

Aswediscusslater,eventdrivenarchitecture(EDA)isafounda-
tionalelementoforchestration.Whenwelookatbusinessprocesses,
weseeacomplexwebofdifferentbusinesseventsthatresultinaseries
ofactions.Anorchestrationenginehelps to remove thiscomplexity
bycoordinatingasetofevent-drivenworkflowstowardachievingthe
largerobjective.Thesetoolsneedastrongfoundationbuiltonevents
andtheabilitytointeractwithvariouseventandmessagingsolutions
(suchasKafkaorSQS).

Simplycoordinatingeventdrivenworkflowswouldresultinonly
straight-throughprocessing(STP)solutions.Therefore,theorchestra-
tionenginealsorequirestheabilitytoeasilylayerin:

•	 AI technologies to continuously read, interpret log data, detect
anomaliesandbottlenecks,andnotifyhumanstotakeaction;

•	 Humanactionssuchasreviews,approvals,forms,makechanges,
andmore.

While taskautomation isnot thegoal, it is required for steps in
the process. Many orchestration platforms will also be able to auto-
mate tasks; however, there will always be cases where specialized
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automationtoolswillberequiredforspecificstepsintheprocess.An
orchestrationplatformshouldnotaimtobetheonetoolforeverything
(asthisisunrealistic);itshouldinsteadprovidetheabilitytointeroper-
atewithexistingautomationtools.Byhelpingcompaniesgetmoreout
oftheirexistingtools,thenewautomationmindset allowsustomaxi-
mizetheinvestmentswehavealreadymadeintechnology.

An Enterprise’s Central 
Nervous System
Earlierinthisbook,wetalkedaboutneuroplasticity,thebrain’sability
tochangeitsstructureinresponsetonewinformationandexperiences.
Butthedesignofthebrainisjustthebeginning.Howourmindscon-
necttoourmusclestomakeourbodymoveisamazing.Itisalsoagreat
waytounderstandhoworchestrationshouldwork.Thebraintriggers
theprocess,sendingasignalthroughthecentralnervoussystem.The
bodyrespondsbymoving.Itoperatesonaconstantfeedbackloopfrom
bodytobrain,whichadjustsbasedonfeedbackfromthenerveend-
ingsaroundthebody.Withthissimpleflow,weaccomplishincredible
feats:thinkaboutcellistYo-YoMa,orOlympicgymnastSimoneBiles.
Behindtheirgreatnessisacentralnervoussystemtrainedtoorches-
tratetheirbodieswithstunningprecision.

Companieshavecountlesssoftwaretools,butmostmakeforbetter
musclesthanbrains.Function-specificappssuchasCRMsandERPs
play theirdesignatedroles.Someautomation toolsarebuilt for task
automation.Othersaremadeforstraight-throughprocessing.Veryfew
canorchestratetheentirepeople,process,anddataecosystem.Abrain
isrequiredtobringitalltogether.

In theenterprise, somerefer to thebrainas their“orchestration
layer.” A proper orchestration layer has been the vision of middle-
warevendorsforyears.Theideawassomethinglikethemotherboard
wesawincomputerhardware in theearlydays.Thatvisioncreated
the middleware market in the 1990s.Today, various integration and
automationtechnologieshaveconvergedtomakeorchestrationlayers
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a reality. This new class of tool is called an enterprise automation
platform,whichwecoverinmoredepthinChapter 17.

Grab,aride-hailingserviceandthelargesttechnologystart-upin
SoutheastAsia,wasnostranger toautomation.LuizEnriquez, their
formerCIO,sharedhisthoughtswithmeonthepowerofanorches-
trationlayer:

“Thewholeconceptofanorchestrationlayeristoempowerafront
endthateveryoneenjoys,likeSlack.Theorchestrationlayerisinthe
middle,andittalkstothebackend.Today,thebackendcouldbeSAP,
tomorrow it could be Oracle; it doesn’t matter. Even if I decided to
removeSlackandgotoplatformX,itisnobigdealbecauseIhavemy
orchestrationlayer.”

Usually, changing out ERPs, CRMs, and other core platforms is
painful.Enriqueztookanorchestrationapproach,leadingtobetterout-
comes.Weshouldbuildallcompanieslikethis.Itisanarchitecturewhere
weorchestrateprocesses,ensureourdataisuptodate,andprovidesa
seamlessexperienceforemployees.Everythingworkingtogethertoget
customerjobsdone.Weexpandonthisinthenextchapter.
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Perhapswearen’tallworkingwiththesamelife-or-deathgravity
as Vituity, but all our work affects people’s careers, lives, and well-
being.Everyemployeeismostsatisfiedwhentheyareempoweredand
enabled to do their best work—the work they are most effective at.
Andwhenthey’reattheirbest,thecustomerexperiencestheverybest
ofyourbusiness.That’sexactlywhatorchestrationcando.

Notes
 1. Christensen, Clayton M., Taddy Hall, Karen Dillon, and David S.

Duncan, 2016, “Know Your Customers’ ‘Jobs to Be Done,’” Harvard 
Business Review (September), https://hbr.org/2016/09/know-	your-	
customers-	jobs-	to-	be-	done.

 2. Ibid.

https://hbr.org/2016/09/know-your-customers-jobs-to-be-done
https://hbr.org/2016/09/know-your-customers-jobs-to-be-done
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CHAPTER 6

Plasticity

“Evolve solutions; when you find a good one, don’t stop.”

—DavidEagleman,neuroscientist

Wewantourcompaniestodobetterthansurvivetoughtimes;
wewantthemtothrive.Researchsuggestsifacompanyis
evergoingtooutpaceacompetitor, it is twiceas likely to

happenduringadownturn.1Thus,weneedtobuildantifragilesystems
thatthriveunderstress.
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Strengtheningmusclesisagoodexampleofthisinaction.When
wehitthegymtoliftweights,thefibersofourmusclestearandbreak
down.Theyhealandrebuild,growinglargerandstronger.Musclesare
antifragilebecausestress,shock,andchallengemakesthembetter.2

Neuroscientistsfoundthatourbrains,likeourmuscles,arealso
antifragile.Whenchallengedandtrained,ourbrainsteardownand
rewire neural processes. For example, London cab drivers have to
learnaverycomplexcityroadsysteminordertoeffectivelydotheir
job. Anders Ericsson, whose research inspired Malcolm Gladwell’s
book Outliers, scanned their brains before and after training. He
foundthatpartsoftheirbrainsgrewlargeraftertraining,justlikea
muscle.3Otherresearchersdiscoveredthesameoutcomeinclassical
musicians.4

Inthepreviouschapter,weexploredtheanalogyofthebrainand
central nervous system with orchestration.The analogy extends to
howourentirecompaniesshouldwork.Likebrains,ourcompanies
should grow and rewire in response to challenges. Unfortunately,
that’s not typical. Market challenges are growing, but company
processescan’tkeepupwiththenewrateofchange.Processesare
rigid.Ittakeseonstomakeeventhesmallestchange.Inthisclimate,
a rigid company is a dying company. It will be hardest hit during
toughtimesandgoextinctatthefirstsignofdisruptiveinnovation.
Ourbrainsuseplasticitytothriveinchallenges.Ourcompaniesneed
plasticitytoo.

“Plasticityisthecapacityofcellsororganismstovarytheirprop-
erties or behavior when environmental conditions change.”5 What
would happen if we built our company processes to operate like
this?Wewould:

•  Thrivedespiteexternalpressuresfromtheeconomyorcompetition;
•  Quicklyrefocusduringtimesofinternalorganizationalturmoil;
•  Continuouslyimprovetoidentifynewanduniquewaysofmeet-

ingobjectives;
•  Enternewmarkets,maximizeefficiency,createamazingcustomer

experiences,developinnovativeproductsandservices,andmore.

Unfortunately, companies with these traits—with plasticity—
arerare.
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The Rigid Company
I’ve encountered numerous companies over the years that all have a
verysimilarstorywithregardstoplasticity.Inordertoprotecttheinno-
cent,I’vecombinedafewofthesetruestoriesintothishypotheticaltale.

Alicerecentlyjoinedanenergytradingcompany.Shetookoverthe
role fromanother tradernamedJoe,whorecently left thecompany.
Part of the role is forecasting demand for energy across different
regions.Whendemandspikes,theysellenergyforapremium.Ithasa
significantbottom-lineimpact,soAlicewasexcitedtotakeiton.

Shelearnedthatthecompany’sdemandestimateprocesseswere
manual. For example, weather events were researched on forecast
sitesandpastedintospreadsheetsforeachregion.Alicehadahunch
thatmachinelearningandpublicweatherdatabasesmightbeableto
savesometime.Shefiguredtheycouldautomaticallygenerateenergy
demand estimates, increasing efficiency. Better yet, they would be
more accurate from a real-time weather data feed. It seemed like a
greatchancetomakeanimpact.

Alicestartedbyaskingherbossifhewouldbesupportiveofthe
idea.Hesaidherpredecessor(Joe)triedthesamethingbutraninto
problemswithIT.Heendedupbuildingsomescriptsonhisownto
partiallysolvetheproblem,butwhenheleft,nooneelseunderstood
them.AlicefoundJoe’sscripts,butshecouldn’tfigurethemouteither.
Withnoalternative,shecontinuedwithherplantoreachouttoIT.

After the longprocess to submitan IT requestwithanattached
business case, she waited. Eventually, after some more waiting, she
gotanupdate.Herrequestwasroutedtothearchitectureteam.They
weretryingtodecidewhethertouseRPA,theenterpriseservicebus,
theirETLtools,oriftheyneededcustomcode.Afterthreeweeks,she
wasfinallyreferredtothecustomsolutionsteam.Theotherautoma-
tiontoolseitherweren’ttherightfitortheteamsthatsupportedthem
hadtoomanyhighpriorityprojects.Thecustomsolutionsteamquoted
Aliceaminimumof18 monthstodelivertheprojectduetothecom-
plexityandlimitedresourceavailability.

Alice now understood why her predecessor avoided IT, built
scripts,andeventually left. If shehad towait18 months fora solu-
tion,theforecastingapproachshewasplanningmightbeoutdated.If
shehadtomakechangeslater,itwouldmeanupdatestothecustom
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codeandlikelyanothermulti-monthproject.Shewasn’tevensureshe
would still be at the company in 18  months. Investing all this time
andmoneyintoarigidone-timesolutionmadenosense.Discouraged,
Alicecontinuedherjob,manuallyupdatingtheforecasts.

ITisnotthevillaininthisstory.Theyaredoingtheirbesttodeliver
with the resources theyhave.Buildingautomationsolutions thatcan
also harness the power of AI or machine learning tools, such as the
exampleabove,takestimeandscarceexpertise.ITisinconstantdemand,
andtheyneedtoprioritizeandmanagetheirresources.Theyareputin
the awkward position of telling Alice to wait for something valuable,
simplybecauseitislessvaluablethanotherrequeststheyareworking
on.Theirarsenalofcutting-edgeintegrationandautomationtoolsmade
nodifference.ITwantstohelpAlice,buttheirhandsaretied.

ManyITteamswillputaheavyemphasisontheirintegrationor
automationarchitecture.Theyvaluetraitssuchasdecouplingandreus-
ability.Whilethesearegoodvalues,reusabilitydoesnotalwaysleadto
agility. Companies create libraries and ecosystems of reusable APIs,
code, and event streams.Yet, simple changes to their processes and
associatedautomationsarestillslowanddifficult.WhiletheAPIsare
reusable,theorchestrationandunderlyingconnectivityarecemented
intoplace.Thesenowbecomethebottleneck.Anarchitectureviewof
theproblemmightlooksomethinglikethis:
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Sooften,weexplainhowcompaniesshouldworkusinganalogies
tomachines.Weshouldcreate“growthengines”orrunlikea“well-
oiledmachine.”Yetthat istheproblem:Wehavedesignedourcom-
panies likerigidmechanicalengines.Onebrokencomponentbrings
theentiresystemdown.Simplechangesneedmonthsofplanningand
expertswithspecialized tools.This is theoppositeofplasticity.This
isrigidity.

Less Machine, More Brain
Alice’sprojectisoneexampleofthousandsofimpactfulimprovements
waitingtobemadeineverycompany.Ifthecompanyworkedlikea
brain,itwouldquicklyprototypetheideaandcontinuouslyimproveit
overtime.Witheachchallenge,theprocessgetsbetter.Whendoneat
scale,thecompanycangrowstrongerregardlessofthecircumstances.

AlicewasnottheCEO.Shewasnotinaleadershiprole.Thisidea
forchangedidnotcomefromacentralcommandcenter,itcamefrom
therankandfile.Aliceandothersinthebusinessknowthemostabout
the “jobs to be done” in the company.They are in the best position
to evolve and improve their processes. Plasticity requires ideas for
improvementatalllevelsoftheorganizationtoberapidlytestedand
integrated.Plasticity isn’t simply the ability of an organization to change; 
it is its ability to continuously change at all levels, all at once.

Breaking the Mold
Plasticityneedsanautomationarchitecture.Butitisnotallabouttech-
nology;itisaboutthepeople,too.Countlesstechcategoriesclaimto
bethesilverbulletforautomation.YettheITteaminAlice’sstoryhad
thelatesttools,andtheresultswerestillunworkable.Theautomation
strategyoveremphasizedtechnologyattheexpenseofthepeople.

To adopt the new automation mindset, companies need both
technicalandorganizationalexcellence.Seeingnewtechnologyasa
cure-all is likewonderingwhyfrozenlasagnatastesthesamewhen
bakedinanewoven.Thechef, therecipe,andthetoolsallplayan
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equalroleintheresults.Ourautomationtechnologiesmustoperatein
lockstepwiththeoperatingmodel,andthisrequirestherightstrategy.
Enterprise automation is our recommended strategic approach to
achieveplasticity.WecoverenterpriseautomationindepthinPart4;
however,herewefocusonthecomponentsofthisstrategythatspecif-
icallyhelptheorganizationachieveplasticity.

The three key components organizations must include in their
automationstrategyare:

1.  Composable  capabilities: allowing teams to turn automations
intothebuildingblocksofourorganization;

2.  AI- assisted  orchestration: the ability to rapidly connect our
buildingblocks toachieveend-to-endoutcomeseithermanually
orthroughassistedAI;

3.  Flexible experiences:enablingpeopletointeractandparticipate
inourworkflowswithoutrequiringlongdevelopmentcycles.

Whiletheconceptsofplasticityextendbeyondtheseareas,these
componentsarewherewerecommendcompaniesfirstlooktoelimi-
naterigidity.Mostorganizationswillfindthatbyfocusinghere,they
willsignificantlyimprovebusinessagilityandplasticity.

Composable Capabilities
ReadersofGartner researchwillbe familiarwithcomposition,or
the“composableenterprise.”Withcomposition,appsanddataare
likebuildingblocksthatcaneasilybecombinedtocreatedifferent
solutions. We reorder or reconnect them in different ways as our
business and market changes. Gartner calls these building blocks
packaged business capabilities (PBCs). A PBC typically relates
to a specific function or capability in the company. For example,
“contractmanagement”couldbeaPBC thatcan track, store,and
manage contracts. The sales, product, and support teams would
eachuseitfordifferentreasons.APBCmayberelatedtooneappli-
cation,manyapplications,ornone.Byfocusingoncapabilityover
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technology, we can design processes based on business objectives
and outcomes rather than creating hard dependencies on specific
applications.

The composable capabilities of enterprise automation extends
beyond Gartner’s definition but share many of the same outcomes.
First,wegrouptheautomationcomponentsintothreepillars:

•  Processintegration;
•  Dataintegration;
•  Experienceintegration.

This separation accounts for differences in how we design and
interact with automation components for each of these areas. For
example,experiencesareoftendeliveredthroughchatbots,webapps,
or mobile apps. Data may be exposed through APIs or transferred
throughfilesordatabases.Processes,however,areoftenlongrunning
andmaycontainacombinationofsystemsandexperiences.

Focusing on enabling composable capabilities helps us achieve plas-
ticity by making our data, processes, and experiences plug- and- play.By
packaging and sharing capabilities or assets as building blocks, we
allowthenextautomationtobecreatedfaster.Forexample,wemight
createanapprovalbuildingblockintheexperiencespillar.Let’swork
throughwhatthatmightlooklike.
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This approval building block would allow any automation to
requestmanagerapprovalforanytypeofrequest.Itwouldencapsu-
latethefollowinglogic:

•  Lookuptheemployee’smanager;
•  Determineiftheemployee’smanagerhasdelegatedtheirapprovals

tosomeoneelseduetovacationorotherreason;
•  SendtheapprovalrequesttothemanagerordelegateviaMicro-

softTeams;
•  Send follow-up reminders as required and escalate to the next-

levelmanagerifnoresponseisreceivedinacertaintimeframe;
•  Onceapprovedorrejected,notifytheoriginalautomation.

Once created, this component can now be used in every future
automationthatrequiresapproval.Forinstance,duringthepandemic,
organizationshadtoscrambletoputprocessesinplacetocontrolwho
wasgoingintotheoffice.Iftheywantedtosecuremanagerapproval
forallemployeesenteringtheoffice,thisreusablecomponentwould
allow them to add that step faster. The person automating the new
requestprocesswouldn’thave to think throughhowtheywouldget
therequestapproved;theywouldsimplyleveragethebuildingblock.

Anoptimalbuildingblockshouldbemadeupofatleastoneofthe
followingthreekeytechnologycomponents:

•  API services:forrapidaccesstodatainthebuildingblock;
•  Business event services:grantingtheabilitytorespondtoevents

inrealtimeornotifyotherservicesofbusinessevents;
•  Modern  data  cloud: for bulk data processing, analytics, and

machinelearning.

APIs and events enable other automations to quickly incorpo-
ratethesecapabilitiesintotheirflows.Themoderndatacloudallows
for the storage and processing of data related to this capability. For
example,ifyouweretocreatea“productrecommendation”building
block,youmayneedtostoreproductdataandhistoricalpurchasedata
inordertotrainandcontinuouslyretrainamachinelearningmodelto
accuratelymaketheserecommendations.
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Eachofthesebuildingblocksmustbebuiltuponalayerofrapid
no-codeconnectivity.Wedifferentiatelow-codefromno-codehereas
connectivity is now a commodity. Pre-built connectors to common
applicationsanddatasourcesarenowwidelyavailableinmostauto-
mation tools. Connecting to an application is not something our
teamsshouldhave tospenddaysorevenhours trying tofigureout.
Ifwearenotusingpre-builtapplicationconnectors,ourautomations
will require complex custom code and logic just to properly initiate
a connection and authenticate.This means significant research and
technicalefforteverytimewewanttoconnecttoanewapp.Tomake
itworse,allthiseffortisrequiredbeforeevenstartingtoautomatethe
firststep.Thisisslowandrigid.

Compositionisnotanewidea.Thisversionisrefinedwithlearn-
ings fromyearsof integrationandautomationprojects.Historically,
companiesseparatedAPIs,eventstreaming,anddataacrossdifferent
technologiesandevendifferent IT teams.These technologieswould
shineintheirnichebutfailwhenattemptedtobeusedoutsidetheir
designedpurpose.Forexample,APIsaregreatatreal-timedataaccess
butnotsogreatathandlingoutboundeventssuchasacontractbeing
signed,aneworderbeingplaced,ortheactivationofasecurityalarm.
Combining these technologies enables teams to create packages not
limitedbyindividualtools.Instead,theycanfocusondeliveringfull-
featuredbusinesscapabilities.

AI- assisted Orchestration
Asdiscussedinthepriorchapter,weneedtomovebeyondsimpletask
automation.Todothat,wehavetobeabletoorchestrateentireflows
acrosspeople,processes,anddata.Everythingneedstobeconnected.
Theorchestrationcapabilityorourarchitectureenablesthisend-to-end
automation.The important aspect here, however, is that orchestration 
must be implemented with plasticity in mind. This means that the flows 
that we build should not be rigid or fixed. We should be able to easily 
change them.

Furthermore,oneofthemostvaluableareasinwhichgenerative
AIcanhelporganizationstakealeapforwardispreciselythroughan
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AI-assistedorchestrationlayer.Thislayershouldbeabletounderstand
thebusinessneedandactonitbycombiningasetofexistingcapabil-
itieswithinthecompany.Goingbacktoour“backtooffice”example,
promptingourorchestrationlayerwithsomethinglike“Ineedtoauto-
matethereturntoofficeprocesswhereanyemployeewhowantstogo
totheofficewillneedproofofvaccinationandtheirdirectmanager
approval.”

Imagine if your AI-assisted orchestration layer would turn that
intoanautomationthat:

•  Generatesalow-codeapplicationformtoreceiveemployeerequest
(whilecreatinganew“returntooffice”experiencecapability);

•  Uponrequestandbasedonemployeelocation,itwillusetherele-
vantstate’sproofofvaccinationAPIforvalidation(whilecreating
anew“proofofvaccination”datacapability);

•  Send a Microsoft Teams notification to the direct manager for
approval(reusingthe“approvals”experiencecapabilitydescribed
above).

Whenyoulookatatypicalintegrationorautomationarchitecture
diagram, you’ll find that the orchestration layer is missing (not to
mention any AI-assisted capabilities). Typical solutions today focus
heavily on the services (APIs) and overlook what ties those APIs
together.This leads to scripts, customcode,andother rigidwaysof
weavingsystemsandAPIstogether.Therefore,aflexibleorchestration
layeriscriticaltoachievingplasticity.



Breaking the Mold 91

AI-assistedorchestrationreliesontwofoundationalelements:

•  AI-powereddynamicworkflows;
•  Low-codecomponentstosupportthosedynamicworkflows.

Low-code technologies have become more popular in the past
fewyears.Withoutthecomplexityandoperationaloverheadofcode,
building and managing solutions is faster. More importantly, these
technologies have helped create an abstraction layer that facilitates
“common understanding” from a broader set of personas within an
organization. When applied to orchestration, it unlocks exactly the
kindofflexibilityweneedtoenableplasticity.Wecanquicklyweave
together the steps of an end-to-end process and make changes in a
flash.IfAlice’scompanyhadalow-codeorchestrationlayer,thestory
would have been different. IT could have very quickly prototyped a
solution, or perhaps Alice would have built her own solution with
guidancefromIT.

The other key enabler of orchestration is AI-powered dynamic
workflows. Imagine a world where, instead of people constantly
tweaking and tuning the process, a machine learning model could
adjusttheprocess.Orchestrationtoolsarenowcapableofintegrating
with machine learning models to dynamically determine the next
stepoftheprocess.Furthermore,withthehelpofgenerativeAIand
automation-centric LLMs (large language models), entire processes
couldbeautomatedthroughanAI-assistedorchestrationengine.

Forexample,alargehospitalitycompanyrecentlyimplementedan
automation toprocess incomingcustomeremails to theirhotel.The
issuewasthatacustomeremailmightinitiateanyoneof10different
processes.Itmightregardaroomreservation,abanquethallbooking,
acomplaint,aninquiryaboutabill,alostandfoundrequest,ormore.
They leveraged machine learning to process incoming emails and
identifythetypeofrequest.Thisallowsthemtoimmediatelyinitiate
the appropriate process and involve the appropriate teams. Instead
of waiting hours or days for a response, the customer now gets an
immediateautomatedreplysharingtheavailabilityandpricingofthe
ballroomtheywanttobookfortheirwedding.
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Thistechnologycanbetakenevenfurthertoenableourprocesses
toself-optimize.Machinelearningincorporatedwiththerightorches-
trationtoolscanautomaticallydetectandmakeprocesschanges.Let’s
takeinvoiceautomationasanexamplewhereinvoicerecordsareauto-
maticallycreatedintheenterpriseresourceplanningsoftware(ERP)
astheyarereceivedbyemail.Artificialintelligencecouldbeusedto
monitorforchangesmadetotheinvoicerecordsaftertheyareloaded.
Thismeansthatifanaccountspayableclerkalwaysadjustsinvoices
sentfromABCCo.totheparentcompanyofABCGlobalCo.,theauto-
mation would automatically adjust to book further invoices to ABC
GlobalCo.NointerventionfromIT,nochangestotheautomation,and
thesystemautomaticallyadapts.

Leveraging machine learning as part of the orchestration capa-
bility can result in the ultimate form of plasticity, where automated
processesadjustandimprovethemselves.

Flexible Experiences
People are and will always be foundational to the success of any
business.Automationisnotameanstoreplacepeople,itsimplymax-
imizesourvalueand freesusup for creative, abstract, and strategic
work.Itallowsustodoworkthatissatisfyingandinterestingrather
thanrepetitiveanddull.

Historically,theuserexperiencehasbeenasecond-classcitizenin
automationprojects.Thepriority is typicallyputondatamovement
andsystemactions.Littleattentionispaidtopeople’sexperienceinter-
actingwiththesenewlyautomatedflows.Customerexperience(CX)
andemployeeexperience(EX)arepopularbuzzwords,butwhenauto-
matingprocesses,theyareoftenignored.

Thededicatedexperienceintegrationpillarofenterpriseautoma-
tion isdesigned tomakeexperiencea focuspoint. Ithelps the right
information,decisions,andalertsappearattherighttimeandplace.
Forexample, themethodbywhichsomeoneapprovesarequestcan
mean the difference between a 30-minute process and a three-week
process.Peoplenaturallyavoiddifficulttoolsandprocesses.Mostwill
happilyapprovearequestthatpopsupontheirmobilephone,even
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thoughtheywouldhaveputitoffforweeksifitrequiresthemtologin
toaclunkyapp.Wecan’tresignourselvestowhateverrigidmethods
ourtoolsconfineustotoday.Craftingtheuserexperienceassociated
with your newly automated process needs thoughtful design and a
flexibletechnologyplatform.

Flexible experiences require technologies that enable what we
call just-in-time (JIT) experiences. Notifications, approvals, reviews,
feedback, insights, decisions, and other activities are foundational
buildingblockstoanautomatedflow.Flexibleexperiencesrequirethat
our automation platform allows us to deliver these JIT experiences
using the best-fit communication channel. It could be email, Slack,
SMStext,MicrosoftTeams,oranotificationintheirprimarybusiness
application.Eachexperiencehasanidealchannel,andtheautomation
platformshouldalloweveryprocesstoflexiblyconnectwiththeright
people,intherightway,attherighttime.

Manytoolsandtechnologiestodayprovidetheabilitytobuildnoti-
fications, forms,andavarietyofdifferent typesofuser interactions.
The critical factor for creating plasticity within our organizations is
thespeedatwhichtheseexperiencescanbecreatedandincludedin
our automated flows. This area is often a source of bottlenecks. In
mostcompanies,newcustom-createdexperienceswillrequireappli-
cationcustomizationsandcustomwebforms,builtbyadeveloperor
specialist.This iswheredeliveryof theautomationoften slows toa
snail’space.

Ensuringyourautomationplatformenablesrapiddeliveryofthese
flexible experiences using low code or other means will unlock the
thirdcomponentofplasticity.

Putting It All Together
TheT.E.A.M.acronymfrommiddleschoolsportsstandsfor“Together
EveryoneAchievesMore.”Inbasketball,baseball,orevenenterpriseIT,
onegreatplayerisnoguaranteeofsuccess.Itmightsoundcliché,but
itdescribesabasictruthinorganizations.Aristotlesaiditbetter:“The
wholeisgreaterthanthesumofitsparts.”Wheneverythingworksin
harmony,somethinggreaterthantheindividualpartscanresult.
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When we put flexible experiences, dynamic orchestration, and
composablecapabilities together,wegetadegreeofbusinessagility
thatisfarbetterthanwe’veseeninthepast.

For the last 100 years, building companies like rigid machines
wasenough.Intoday’senvironment,thisrigidapproachisnolonger
viable.Thenewautomationmindsetbuildscompanieswithplasticity,
likebrains.Theychange,evolve,adapt,andimproveinallcornersof
thecompany.

Therateofchangeintheworldwillonlycontinuetogrow.More
system shocks, market downturns, and other unexpected events are
alwayslurkingrightaroundthecorner.Ifwewantunstoppablecom-
paniesunfazedbythesechallenges,plasticityisthekey.
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CHAPTER 7

Democratization

“Authority should be vested in the people doing the work to 
improve their own processes.”

—SteveJobs

Manytechnologistsdon’tseemuchdifferencebetweendemoc-
ratizationandchaos.ItechoestherumoredviewofAmerican
statesmanThomasJefferson:“Democracy isnothingmore
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thanmobrule,where51%ofthepeoplemaytakeawaytherightsofthe
other49%.”1Saytheword“democratization”toagroupofCIOs,and
thereactionwillbemixed.Somelightup,describingitas“progress”
and“thefuture.”Otherscallitscaryorconcerning.IonceheardaCIO
say,“Sometimesthetechnicalexpertsarethereforareason.”

When IT leaders shudder at the mention of democratization,
theyreallyenvisionanarchy.Atthemostextreme,itprobablylooks
something like the enterprise IT version of a Mad Max film. If we
weretostripawayanythingresemblingcontrol,givepowerfulauto-
mation and AI technology to the masses, and let people loose, the
company would probably explode and catch fire. All kidding aside,
noonecanblameatechnologistforhesitatingtoembracechaos.But
ifanarchy isouronlyalternative to thestatusquo, tech leadersare
caughtbetweenarockandahardplace.ItisimpossibleforITtobring
abouttheautomationrevolutionalone.Butiftheonlyotherchoiceis
tohandoverthekeysandprayforthebest,therevolutionisdoomed
fromthestart.

Onecouldmakethecasethattheanarchywefearisalreadyhap-
pening in companies today. In Chapter  4, we also talked about the
perilsofshadowandrogueIT—whichareexamplesofanarchy.The
choice between IT control and anarchy is a false choice. IT control
doesnot,infact,leadtoasaferpathtoautomation;itleadstoshadow
IT.Fortunately,thereisathirdoption:democratization.

Democratizationbalances theworldsofanarchyandcommand-
and-controlandextracts thebenefitsofboth.Despitewhat thenay-
sayers think, successful democratization of automation is possible.
Withtherightguardrails,roles,andcontrolsinplace,democratization
cantakecompaniesfar.

Competing interests exist in every organization—governance is
how we manage them. Those responsible for maintaining the com-
pany’stechprotectthecompanyfromrisk.Lineofbusinessworkers
aretryingtomaketheirjobsfaster,easier,ortoachievehigher-quality
outputs. These two objectives aren’t always aligned. As leaders, our
mandateistoembracetheseascomplementarystrengthsandbuildan
operatingmodelthatsupportsbothsides.Inotherwords,ourroleisto
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buildgovernancethatallowsahealthy“democracy”tothrive.Weneed
toprovideour“citizens”freedomwhileminimizingrisk.

Balance Different Skill Sets for Success
As the old adage goes, with great power comes great responsibility.
Asdiscussedearlier,democratizationisnotsayingweshouldblindly
givegreatresponsibilitytoeveryrandom“citizen.”Thepopularterms
“citizendeveloper”or“citizenautomator”are impreciseandflawed
forthisreason.We’lluseanotherangleofourgovernmentanalogyone
moretimetoexplain.

Inmanycountries,theprocesstoconstructanewbuildingstarts
longbeforethefirstshovelhitstheground.Architectsanddesigners
make a layout that is safe, enjoyable, and useful. But even before
architects begin their work, local governments set regulations and
building codes in place for safety and security that fits the environ-
ment. For example, California building code requires structures to
withstandlargeearthquakes.IncoldstatessuchasNew York,regula-
tionsconsidersnowloadonroofing.Theselawsensuresafetyfornew
construction.Whenanaturaldisaster strikes that regulatorsdidnot
accountfor,theregulationsarerevised.

Onceit is timetobuildthestructure, thelaborersanddesigners
bring their unique skill sets together. A construction crew might
includetradespeoplesuchasbricklayers,electricians,plumbers,and
framerswiththeuniqueskillsrequiredtoerectanewdwelling.Each
member of the team knows their role and has special training and
licensing.Theyalsokeepupwiththelatestproductsandtechniques
thatmightimprovetheirwork.

The electrician is a great analogy for integration and automa-
tion. Without regulations and training, someone wiring up a new
buildingmightfinditeasiertorunawiredirectlyfromonepointto
anotherinastraightline,perhapsthroughdoorwaysanddownthe
hall.Butbuildingcodesandelectriciantrainingdoesnotallowfor
this.Notonlywoulditcreateamess,butitwouldbeanelectrocution
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andfirehazard.Instead,thewireshavespecificwaystheymustbe
neatly run inside of the walls. Not only are these standards docu-
mentedbutalsoreviewedandenforcedbybuildinginspections.The
standardssetbytradegroupsandbuildingcodesarearguablymore
importantthanthewiringworkitself.

In building construction, no tradesperson has to design the
architecture from scratch. Blueprints guide how each piece of the
projectcomestogether.Thearchitectmaynothavethesamelevelof
knowledgeasthetradespeople,buttheyhaveabasicunderstanding.
Moreimportantly,theyknowhoweachpieceoftheprojectwillwork
onceitiscomplete.Thedesignensuresthatifthetradesdotheirjob
right,thefinalstructurewillbesound.

Each of these roles—the architects, the governance, and the
builders—must work in harmony for success. Without this symbi-
otic relationship, chaos would surely ensue. Imagine the bricklayer
building a foundation with no direction. What would they build?
Maybe whatever was easiest, such as a perfect square. Electricians
and plumbers would run wires and pipes any which way without
considerationforsafety,let alonehowtheentiresystemneedstowork.
Itsoundsridiculous,andyetthisisthesituationthatweacceptinthe
averageenterprisetoday.

Find Balance
In the past, companies chose between security and speed. We need
both. Success lies in the balance of democratization and gover-
nance.Likeyinandyang,theycreateorderbybalancingopposingyet
interconnectedforces.

Theyinandyangproposethat lifeoperatesinapatternofdual-
itieswithtwoopposingforces.Eachsidehasdifferenttraits,butboth
needtocoexistinawaythatcreatesbalance.Eachforceisthestron-
gestwhenithasapieceoftheopposingforceonitsownside.When
technicalexpertsempowerbusinessuserstobuild,theyareoperating
at theirbest.Whenbusinessexpertscanbuild techsolutionswithin
theguidelinesfromthetechnicalteams,theyareattheirbest.
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Democratizing automation allows people to automate workflows
usingtheirideasofwhatisbestforthecompany.Sometimesthoseideas
comefromthebusinessandothertimesfromIT.Asaresult,IT’srole
isbestdescribedasaplayer-coach.Gartnercallsitfusionteams,where
technicalexpertsjoinforceswithfunctionalexpertswithasharedgoal.

This collaborative approach builds trust between the two teams
and a healthy respect for the challenges that each team faces daily.
Whilethismayseemfluffy,itiscritical,aswithouttrust,manyprojects
getboggeddowninfinger-pointinganddisagreements.ByputtingIT
andthebusinessonthesameteam,theybeginworkingtogetherrather
thanagainsteachother.

Bring Together IT and Business
Democratizationofautomationbringspeopletogether.Thishappens
withshared,agreed-uponrules.Everyonehasaroletoplay,andthe
resultismagic.



100 CHAPTER 7  Democratization

Liketrades,businesslinemanagershavespecializedskillsintheir
domain. They understand the vocabulary and the metrics of their
domain.Theyalsoknowtheprocesses: inwhatorder tasksmustbe
completed, what to prioritize, and how markets are changing. Most
importantly, they have a strong sense of mission and a clear under-
standingofwhattheyneedtodo.Someoneinsalesopswillknowhow
toimprovethesalesprocessbetterthananyITadministrator.Butto
empower that person in sales operations to automate and improve
theirprocess,weneedtoenablethemtoautomatesafely.

TheITdepartmenthasacomplementarysetofspecializedskillsto
helpthebusinessoperatesmoothly.Theyhaveauniqueunderstanding
ofgovernance,scale,andsecurity.Technicalprofessionalsknowhow
systemsrunefficiently.Theyalsoknowhowtechnicaldecisionscan
createtechdebt,limitscale,orleadtosecurityproblems.

In this vision for democratization, IT needs to step into a more
strategicleadershiprole.ITmustenablepeopleacrossthebusinessto
automate.Training,consulting,mentoring,andsupportareallneeded.
Thatincludesprovidingthetechnologyandmeanstodothework,but
italsomeansestablishing, communicating,andenforcing rules that
protectthecompany.

Make Governance Your Friend
In the eyes of many businesspeople, IT governance is a bad word.
Theyseeitasbureaucracythatslowsthemdown.Unfortunately,gov-
ernancehasgivenITareputationas the“departmentofno.”Myths
aboutITrulespersist:

•  Governancedoesnotadaptfastenoughtochangingenvironments.
•  ITleadersdon’tunderstandhowgovernanceinitiativeswillaffect

businessneeds.
•  IT sets rules and restrictions because it gives them a sense of

powerandcontrol.
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Behindeverymyththereisusuallyanelementoftruth.Thereare
unfortunately many IT departments where all these statements are
true.This,however,doesnotmeanthatthesestatementsarealways
true.Governancecanbeeitherslowandpainfulorfastandeffective.
Thedifferenceissimplyinhowyourgovernanceprocessesarecreated.

Good governance is the only path to democratized automation. IT 
needs to act as a guide and mentor, and part of that mandate is over-
coming the view that governance is bad.

Onewaytoreframegovernanceistoputtherulesincontextofthe
opportunity.Celebratingcertificationgraduatesisonewaytodothis.
Acourseforlineofbusinessfolkswouldbeallaboutgovernance,but
elevatingthosewhofinishitasrockstarsintheorganizationwillmake
themfeelasiftheybelong.Wecanbuildonthatbysharingtheirsuc-
cessstorieswiththeirpeersandtherestofthebusiness.Whenweturn
peoplewhofollowtherulesintochampions,weputapositivespinon
atoughtopic.

Lastly,weneedtogobeyondtellingpeoplethatnotallgovernance
isbad;weneedtoshowthem.Puttinginplacegovernanceprocesses
that are fast, easy, and have a strong user experience will help the
companyseethatgovernancecanbesimple.Whengovernancefeelstoo
restrictive,itwillconfirmpeople’ssuspicions,andthebusinesswillgo
downtheshadowITpath.Asystemofgovernanceisgood,buthowIT
communicatesthegovernanceandhowpeopleexperienceitwillmake
thedifferencebetweensuccessfulandunsuccessfuldemocratization.

How Atlassian Turned Democratization into Magic

Atlassian is a textbook case for a smart democratized automation program.
Around2019,thecompanyleadershipcreatedanintelligentautomationteam
tofindnewefficiencies.Intheearlydays,theteamwouldlookforinefficient
andtime-consumingtasks in theirprocesses toreplicatehumanactionswith
software.Afterayearofautomatingtasks,theycalculatedthattheyhadsaved
thecompanyaround5,000hours.Theleadershipteamdidthemath,likedwhat
theysaw,anddecided theywantedmore.TheCFOtold the teamtosave the
company100,000hoursinthenextyearandmultiplytheoutputoftheirteam.

(continued)
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The team kept automating as much as they could, but they quickly
reachedmaxcapacity.Inresponse,theyreprioritizedtofocusonthetop 1%of
processesthatcouldmakethehighestimpact.Theirteamsizemadeitimpos-
sibletoreachtheambitiousgoaltheyhadbeengiven,andtheywereleaving
work undone and lots of opportunities unrealized. “We had an automation
team,andtheyusedtobuildoutalltheautomations.Buttheirbacklogfilled
up very quickly. So, there was a prioritization exercise, and they would just
dothehigh-impact,high-valuework,buttherewasalotofworkgettingleft
undone,”saidMohitRao,headofintelligentautomationatAtlassian.“Sothen,
webuiltoutaplatformteam,andtheirgoalwastoenableotherteamstoauto-
mate. Other teams were starting to use our automation platform to do their
ownwork.Ithinkyougetbetteroutcomeswhenwemovetheworkcloserto
thebusinesscontext.”

ThisnewplatformteamwasinitiallyaskedtotrainafewoftheotherIT
teamsinautomation.Aftertraining,eachteambeganhandlingrequestsfrom
aroundthecompany.Butthoseteamsallreachedmaxcapacitytoo,andanew
backlogofunfinishedworkbegantogrow.Still,thecompanywasnotcloseto
reachingtheCFO’sgoalof100,000hourssaved.

At this point, with everyone in IT at full capacity, the automation team
thoughttheyhadrunoutofoptions.Inalast-ditchefforttosalvagetheirgoal,
the platform team created a program to equip automation champions in the
business toautomate theirownprocesses.At thesametime, theybuiltouta
governancesystemtoensurethisworkwasdonesafely.Mohitdescribesitthis
way:“NowthatwehaveenabledbusinessusersandITusers,theplatformteam
can focus on creating guardrails and governance, environment segregation,
automated deployments, testing, and more.” Through democratization, they
reachedtheirimpossiblegoal.100,000hoursofeffortwereautomatedforthe
entireyear.

Otherpartsofthecompanycouldautomateforthefirsttimewithexciting
results.TheAtlassianFoundationisoneexample—apartofthecompanythat
works with nonprofits. They had a program called Engage for Good to con-
nectnonprofitswithAtlassianemployeeswhowantedtovolunteer.Manually
matching hundreds of nonprofits with thousands of volunteers was getting
outofhand.Intheoldparadigm,theFoundationhadlimitedITsupport.They
wouldn’t have gotten help from the automation team because they are not a
corepartofthebusiness.ButtrainingtheFoundationteamempoweredthem
toautomatethematchingprocessthemselves.Thissavedenormousamountsof
timeforanalreadyoverloadedteam.Hundredsmorevolunteerswerematched
withopportunitiestodogoodaroundtheworld.

(continued )
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Governance in the Era of AI for All
Generative AI is only becoming more accessible every day. As
generativeAIsystemsbecomemoresophisticated,theytakeonmany
repetitive tasks suchas reportwriting,dataanalysis,andevenparts
ofsoftwaredevelopment.Nontechnicaluserswillcreatetoolssuchas
chatbots,emails,andmore.

Butwhataboutgoingbeyondtasks?Whilethepotentialtoauto-
mateentirebusinessprocessesisarguablyoneofthemostexcitingand
rewardingareas,howdowemakesurethattherightpeoplearedoing
therightthing?Forexample,HRteamsprobablywanttolimitaccess
toemployeedatawhilefinanceteamswanttodothesamewiththe
companyfinancialinformation.

Bydemocratizingaccesstothesepowerfultools,generativeAIcan
helptoleveltheplayingfieldandempoweremployeestodriveinno-
vationandsuccesswithintheirorganizations.ButAIoutputisonlyas
goodasitsinput.

Theneedtodefineandstandardizeinputs,whilealsoprotecting
the company from risks associated with sensitive data exposure or
publicAImodels,createsagreatopportunityforcollaborationbetween
ITandbusinessexperts.Nodoubt,generativeAIisgoingtoincrease
shadowITinabusiness.Containingthis,whileharnessingthetoolsat
scale,willtakeequaleffortfrombothsidesofanorganization.

EnterpriseAIplatformswillaidthisbyprovidingtherightlevels
ofcontrol,security,andaccountabilitynecessarytoadoptAIatscale.

If an HR analyst wanted to generate a report on the company’s
ARR(annualrecurringrevenue)metricsorchurnrates,theenterprise
AI platform should be context-aware and potentially challenge why
suchapersonwouldbeaccessingthattypeofdataortriggerahuman
reviewprocesswiththeirdirectmanager.

Fromadifferentperspective,whatifabusinessanalysttriestoauto-
matethequote-to-cashprocess?Thenagain,theAIshouldnotonlybe
abletonotifyinvolvedpartiesabouttheintentofthisparticularuser
butalsohavethenecessarycharacteristicssothatthepersoninteract-
ingwiththeAIcanunderstandwhatisbeinggenerated.
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ENTERPRISE AI PLATFORM · CAPABILITY MAP

INPUT METHODS

GOVERNANCE & TRUST

VERSATILITY POWER

GENERATIVE AI

EXECUTION ENGINE

KEY CHARACTERISTICS

EXPLAINABILITY

OBSERVABILITY ADAPTABILITYAI

UTILITY - LIKE

LARGE LANGUAGE MODEL

Human-driven

Auto-discovery

Business-reactive

Role Based Access (RBAC)

Ability to adapt to the
flexibility of generative AI

Ability to review what
was generated by the AI

Ability to troubleshoot
generated solutions

Ability to continuously improve
the generated solutions

Ability to generate
‘always on’ solutions

Ability to power all the
capabilities within the org

Data Privacy & Encryption

Security

Ethics & Bios

Scalability & Resiliency

Auditing

Aswe’llexploreinChapter 15 inmuchmoredetail,whenthinking
about the potential for generative AI beyond the task-automation
mindset and into the broader (and more valuable) process mindset,
we quickly realize the multiple dimensions an enterprise-grade AI
platformwillneedtosupporttobesuccessful:

•  Input methods:willguide“therulesofengagement”between
peopleandAI;

•  Governance:will createaccountability throughoutevery touch
point;

•  Execution engine:willturntheblueprintsgeneratedbyAIintoa
realitybyaligningwithasetofcoreorkeycharacteristicsthatare
necessarytoembraceAIattheenterpriselevel.
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Find Common Ground
While car owners everywhere have the option to service their own
vehicle,mostchoosenotto.Thecomplexityistoohighfortheaverage
persontogettheirhandsdirtyunderthehood.Iftheautomationtools
in your company have the complexity of a jet engine, everything in
this chapter will sound like wishful thinking. The right technology
approachiscrucialtoastrongdemocratizationstrategy.

Wecan’tjustopenaccesstotoolsthataresocomplextheyrequire
computersciencedegreestounderstandthem.Theimpactwouldbe
negligible.Tomakeanythinghappen,boththebusinessandITneed
a shared platform that enables both sides. The technology needs to 
support the limited aptitude of the business users, the technical require-
ments of the IT users, and the governance capabilities mentioned earlier.
Thismeans:

1.  Businessusersneedtobeabletodesigntheirworkflowsinawaythat
isunderstandabletothem.Alow-codeapproachisakeyrequire-
ment,withaneasy-to-grasp,consumer-styleuserexperience.

2.  Successfulcollaborationneedsacommonlanguagesobothsides
caninteractandunderstandeachother.Businessusersdon’tspeak
XML. IT does not always know all the business acronyms. But
whentheycommunicateaboutautomatedprocesses,bothshould
beabletounderstandtheflow.

3.  Platforms need to be community-powered. New automations
shouldnotbebuiltinavacuum.Buildersshouldhavetheabilityto
leveragetemplatesandbestpracticesfrominsideandoutsidethe
company.Wewantteamsbuildingongreatideas,notreinventing
thewheel.Gettingaheadstartfromagreatplaceonlyaccelerates
thepaceofinnovation.

Findingcommongroundinasharedtechnologyalsosupportsways
torethinkhowteamsoperate.Forexample,Gartner,aspartoftheir
composableenterpriseframework,proposescompaniescreatefusion
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teams, which are multidisciplinary teams that include developers,
users,andbusinessleadersthatareorganizedaroundacommongoal.2
Fusionteamstypicallypairtechnicalproswithlesstechnicalbusiness-
peopletosolvecomplexbusinessproblems(foradetailedbreakdown
oftherolesinvolvedinautomation,seeAppendixAattheendofthis
book).Aplatformthatbringsexpertstogetherandsupportscollabora-
tionbetweendifferentskillsetsisessentialinimplementingafusion
teamandabroaderdemocratizationstrategy.

Unlock the Untapped Potential
Democratizationof IT,data,applications,andautomatedworkflows
supportsascalemindsetthatenablesprofessionalsacrossentireorga-
nizations to engage technology to do their job more effectively. By
embracingdemocratization,aplatformapproach,andaflexiblegov-
ernancestrategy,organizationscanempoweramuchlargergroupof
employees to scale their capabilities to unlock the potential of their
workforce.

IfwethinkbacktothestoryofAtlassian,theystartedwithchal-
lenges that affect most automation initiatives. But their success
in scaling thecapabilityof theirworkforce isbornoutof thesheer
number of creators they have enabled and the resulting volume of
appconnectionsandworkflowsthattheyhavebuilt.OncetheAtlas-
sianstrategywasfullyimplemented,thenumberofcreatorsskyrock-
eted.TheystartedwithITops,andpeopleops,andthenexpandedto
finance, marketing and sales ops, and customer success. As of this
writing, they have empowered 425 creators. With this many auto-
mationbuilders,youno longerhaveadeliverybottleneck,andyou
can address the broader automation opportunity.This is where the
rubber really meets the road. The number of processes or subpro-
cesses automated at Atlassian grew exponentially. As of last count,
2,100high-qualityandwell-governedprocessautomationshadbeen
assembled. Metrics like these go far beyond hours saved for the
company.Theywillpaydividendsforyearstocome,andmanyhave
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immeasurable impacts, suchasconnecting thousandsofvolunteers
withnonprofitstodogoodintheworld.Atlassianunfoldingademoc-
ratizedapproachhaschangedtheveryDNAoftheorganizationand
whattheycanaccomplish.
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CHAPTER 8

Mastering Your 
Automation Journey

“Ideas are the beginning points of all fortunes.”

—NapoleonHill

We all see automation through the lens of our personal or
team goals. It is natural. Our minds work this way; new
technologysparksideasofalltheexcitingwayswecanput

ittogooduse.We’llcommonlyapplynewtechnologiestothetasksin
frontofus,nomatterwherewesitintheorganization.

Hopefullythefirsthalfofthisbookhasinspiredyoutorethink
your automation mindset. As a result, you have taken an impor-
tant step in your automation journey by developing what Harish
Ramani, CIO of Helen of Troy, calls the “helicopter view of the
enterprise.”Fromthisvantagepoint,weriseaboveourimmediate
goals and projects to see the outcomes that need to be delivered
acrossthecompany.
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Withthehelicopterview,wecanalignourautomationworktothe
businessoutcomesthatmakeacompanythrive.Inotherwords,our
newautomationmindsetmakesusrecognizethecoreoutcomesthat
automationcan:

•  Driverevenuegrowth;
•  Increasecustomerretentionandexpansion;
•  Helpretainemployeesandempowerthemtobeproductive;
•  Improvesupplierrelationsandefficiency;
•  Encourageoperationalexcellence.

Everyautomationinitiativeacompanyundertakeswillimpactone
ormoreoftheseoutcomes.

Take, for example, the Minnesota Mining & Manufacturing
Company.Thatnamemightnot ringabell,butyoucertainlyknow
them by their shortened name, 3M. They produce many products
thatweall interactwitheveryday,fromScotchtapetophonecases.
Even though they have hundreds of business lines producing over
55,000products,1everyautomationinthecompanyimpactsrevenue,
customers,employees,suppliers,oroperationalexcellence.

If 3M had a corporate goal of improving customer experience,
they might replace a call center for a popular product line with an
automatedself-serviceportalforcommonrequestscombinedwiththe
abilitytotalktoanagentforuniquecases.

TheymayalsohaveaCEOmandateofimprovingthespeedoftheir
supply chain through better interactions with their suppliers. They
couldbuildanautomatedprocessthatusedcomputervisionandAI
toscaninboundpackagesfromasupplierfordamage,automatically
flagdamagedmaterials,updateinventory,androuteareturnproposal
requestforapprovalbytheappropriatemanager.Thiswoulddramati-
callyreducethetimeimpactofdamagedsuppliesontheirproduction
linesanddirectlysupport theCEO’smandate for improvedsupplier
operations.

3M is a massive, one-of-a-kind company. All our companies are
unique.However,wealsosharealotincommon.Ifyoulookbackat
yourorganization’stop-levelgoalsforlastyear,theyprobablyinclude
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some derivative of revenue growth, customer retention, employee
experience,improvedpartneroperations,reducedcosts,orimproved
efficiency. These outcomes are foundational to any business. They 
should be foundational to any automation strategy, too.

The Five Towers of Automation
Processesusuallyhaveaprimaryfocusononeofthesetop-levelgoals.
Thesecoreobjectives, in turn, rollup todepartments—forexample,
HRteamsfocusonemployeeexperience.Wecallthesethetowersof
automation,andeachtowerisnamedaccordingtoboththeareaofthe
businessandtheassociatedoutcome.Whenwesetouttoexecutean
automation strategy, we advise that leaders organize their approach
aroundthesefivetowers.

Thefivetowerscutacrossdepartments,teams,systems,andeven
top-levelprocesses.Ineachtower,therearecore,basicprocessesthat
nearly every company will recognize. For example, you’ll find the
invoicingprocessintheback-officetower,orsatisfactionscoring(NPS)
processesinthecustomerexperiencetower.
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Butweshouldbecarefultosaythatthisisnotacallforhomoge-
neousautomation ineverycompany. It isnoteventosay thatevery
companyshouldautomatetheirprocessesinthesameway.Thewhole
point of the new automation mindset is to fuel ideas and creativity,
ultimatelyleadingtocompetitivedifferentiation.Everycompanywill
approachthingsuniquely,butwecanusethefivetowerstoexamine
whatthebest-knownpracticeslookliketoday.

At this point, we have also established that automation is not a
checkboxonalist.Itisbesttothinkaboutautomationasajourney.To
mapoutthisjourney,atoolsuchasthematuritymodelinthefollow-
ingfigure isausefulplacetostart.Everycompanystartssomewhere.
As the journey unfolds, they start taking on more cross-company
processes.Eventually,theyreachenoughcriticalmassthattheybecome
unstoppable.

Workingwithinthefivetowersisnotaboutcopyingourpeers;itis
aboutstrikingabalance.We need to promote creativity but with enough 
structure to direct our team’s activities toward larger objectives.Creativity
alsoneedsastartingpoint.Wecanalllearnfromeachother.Thebestideas
arerarelyalloriginal.Theyaresimplypushingtheboundaryofwhathas
beendonebefore.Inotherwords,weshouldbeabletoimplementour
mostcreativeideas,butourideasshould“standontheshouldersofgiants.”

Thefivetowersofautomationwillhelpyoutobreakdownandorga-
nizeyourbusinessintoactionableautomationinitiatives.Eachtowerisalso
supportedbyamoredetailedhierarchyofthecommonbusinessprocesses.
Thishierarchyshouldilluminateideasforautomationnotpreviouslycon-
sidered. Itwillalsohelpyou identify thoseprocessesandactivities that
makeyourorganizationunique.Thiswillgeneratenewanduniqueauto-
mationideas.Anexampleofaprocesshierarchyfrombackofficelookslike
this(seefigureinpage116).

Tower of Automation Primary Organizational Objective

Customerexperience Customerretentionandexpansion

Employeeexperience Employeeretentionandproductivity

Supplychainefficiency Supplierrelations&efficiency

Frontoffice Revenue

Backoffice Operationalexcellence
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Automation Discovery

Finding the right opportunities for automation in our companies does take
someeffort.Giventheuniquenessofeachcompany,thereisnostandardplay-
bookthatappliestoeverybusiness.Theuniquedynamicsofeverycompanywill
makecertainprocessesmoreattractiveoptionsthanothersovertime.

In order to get started with your automation journey, we recommend
investing in discovery workshops for the tower of automation you are most
interested in automating first. These discovery workshops are typically run
withbothtechnicalandnontechnicalstakeholdersforagivenbusinessarea.
They will often focus on one or two core processes where the organization
knows there are issues. Using the process mindset, these workshops should
reimagine the processes from end to end with an eye on the core business
objectivesof theprocess.Wewouldrecommendtheworkshopcoverthefol-
lowinghigh-leveltopics:

1.  Agreeontheobjectivesandmetricsforthecurrentbusinessprocess;
2.  Outlinehowtheprocessoperatestoday;
3.  Identifythepointsintheprocesswhereautomationcould:

3.1. Positively impact the target outcomes (e.g. faster, easier, better
experience);
3.2.Eliminatestepsintheprocess;

4.  Flaganycomplianceandapprovalstepsrequiredfortheprocess;
5.  Estimate the impact of implementing all the automations identified.

Thisallowsyoutoestimatethecorrespondingbusinessimpactinterms
of time/cost saved, risk reduced, improved experience, or revenue
increase.

A workshop like this can be run by your internal team or a third party.
Manyconsultingfirmsandautomationprovidershaveexperts trained to run
discoveryworkshopsmuchlikethis.

Anautomationdiscoveryworkshopcanhelp teams toadopt theprocess
mindsetinastructuredwayandhelpgeneratesupportandbuy-inforautoma-
tionfromthebusinessownersoftheseprocesses.Theyareagreatapproachfor
assessingthelargeandmorecomplexprocessesinyourorganizationtofindbig
andhigh-impactautomationopportunities.Whilebigandhigh-impactautoma-
tionsareobviouscandidates,theyarebynomeanstheonlyplacetoreapbig
rewardsfromautomation.

Theicebergofuntappedopportunitywereferencedinthefirsthalfofthe
bookmeanstherearemanyideasthatgountried.Theseoverlookedsparksof
creativityarewhatwecallinnovativeautomations.
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Innovative Automations
Astructuredandcoordinatedapproachtotheprocesseslistedinthe
fivetowersofautomationisagreatwaytostart.Buttheseprocesses
onlyrepresentthetipoftheiceberg.Thenewautomationmindsetis
all about eliminating the barrier between those spur-of-the-moment
strokesofgeniusandtheabilitytoputthemintoaction.Whenaculture
ofautomationignitesinacompany,incrediblethingsstarttohappen.
Therealpotentialliesinputtingthepowerinthehandsofthepeople
withgreatideas.Andoften,thoseideasarecompletelyunexpected—
theyaren’tonanylists.

There are thousands of mini-processes that execute all over the
company and consume enormous amounts of time. Some exam-
plesmightbe:

•  Sendinginvitesandtrackingresponsestoacompanyevent;
•  Retrievingmarketdatafromexternalsources;
•  Incorporatingteammetricsintothecompanynewsletter;
•  Makingapprovalsavailableonamobiledevice.

Companieswiththeoldautomationmindsetmightlookatthese
as low value and not worthwhile. As the mindset shifts, that view
changes.Whenenoughaccumulate,theaggregateimpactofthousands
ofoverlookedautomationscanoutpacetheimpactofautomatingour
traditionalprocesses.

It isamatterof reachingscaleover time.ThinkofWalmart, for
example.SomeonemayrealizethatstoremanagersacrosstheUnited
States are forgetting to turn off all the lights after closing. Someone
mightthinkitwouldbecooltousecomputervisiononsecuritycamera
videofeedstotriggeratextmessageremindertothemanagerfivemin-
utesbeforeclosing.ItmightsaveWalmartafewhundreddollarsper
storeperyear.Overtime,theyinstallWi-Fi-enabledswitchesinevery
storeandcanautomaticallyturnthelightsoffwhenthesecuritycam-
erasnolongerdetectmotioninthestore.Anotheremployeethinksit
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isagreatideatohookthesameautomationuptotheirWi-Fi-enabled
thermostats,tosaveonheatingandcoolingcosts.Astimegoeson,the
valueoftheinnovativeautomationideassnowballs,quicklyoutpacing
whateverwouldhavebeendescribedinthebusinessproposalforthe
originalidea.

Atfirstglance,theROImaynotappearmeaningfulforanindivi-
dualautomation.Buildingtheseinnovativeautomationsatscalecan
resultinsomeofthemostimpressivebusinesstransformationsdueto
theircombinedimpact.

Inspiration for Automation
Inthefollowingchapters,wehopeyouwillfindinspirationthatyou
can apply to your own processes. Each tower of automation has its
ownchapter,andineachchapter,thereisadescriptionofthedomain,
alistofthetopprocessesineach,alongwithahandfulofstoriesfrom
realcompanieswhohaveautomatedprocessesineacharea.Wealso
include a handful of “innovative automation” ideas in each chapter
thatwehaveseenovertheyears.Whileeveryautomationmaynotbe
relevanttoyourcompanyorindustry,you’llsurelyfindideasandcon-
cepts that will spark a new perspective as you evaluate automation
inyourownorganization.If one of the towers closely aligns with your 
domain, we recommend you turn directly to that chapter and from there 
skip directly to Part 4.

Note
1.  Trefis Team, 2020, “Which of 3M’s 26 Business Lines Makes The

Most Money?” Forbes (January 27), https://www.forbes.com/sites/
greatspeculations/2020/01/27/which- of- 3ms- 26- business- lines- 
makes- the- most- money/.

https://www.forbes.com/sites/greatspeculations/2020/01/27/which-of-3ms-26-business-lines-makes-the-most-money/
https://www.forbes.com/sites/greatspeculations/2020/01/27/which-of-3ms-26-business-lines-makes-the-most-money/
https://www.forbes.com/sites/greatspeculations/2020/01/27/which-of-3ms-26-business-lines-makes-the-most-money/
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CHAPTER 9

The Back Office

“Quality means doing it right when no one is looking.”

—HenryFord

Inthefirsteraofdigitalbusiness,customer-facingroleswereatop
focus. Many now realize customer-facing roles are only as good
astheback-officeprocessessupportingthem.Agreatomnichan-

nelcustomerexperience,forexample,willnotovercomeoperational
breakdowns. Any goodwill created by customer experience invest-
mentswilldissolvewithpoorlyexecutedback-officeprocesses.There-
fore,operationalexcellenceisapriority.

Ofanydepartmentinacompany,fewhaveseenmorechangethan
thepillarsofthebackoffice:ITandfinance.Thefunctionsreportingto
financehaveincreasedby50%overthepastfewyears.1CFOsarebeing
askedtoresolveissuesinareasthatarerelativelynewtothem.CIOs
havebeenelevated tobusiness strategistsas technologyhasbecome
central.2Collectively,theseevolvingandcriticalpartsoftheorganiza-
tionareknownasthebackoffice.

Whilethebackofficeisstill“intheback,”withminimalcustomer
interaction,theirperceptionischanging.Nolongercanwesaytheback
officeisanadministrativecostcenter.Performancemanagement,cor-
poratestrategy,digitaltransformation,andothersbelongtotheback
office. They are now vectors for competitive advantage. Back-office
functionsarecrucialforacompanywiththenewautomationmindset.
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Despite evolving mandates, the traditional responsibilities still
matter.Back-officeworkenablestheentirecompanytorunefficiently.
Procurement,finance,IT,HR,andothersinvolvecoreprocessesthat
keep the lights on. But the expectations and consequences for the
traditional responsibilities have skyrocketed. Traditional financial
processes,forexample,needtoworkfasterinthedigitalage.Asingle
mistake inacompliancereportorcustomer interactioncouldcosta
businessmillionsofdollarsorworse.

Inacompanywiththenewautomationmindset,back-officeroles
cannotbesiloed.Whilewedifferentiatebetweenthetwointhisbook,
thebackofficehastobeinterconnectedtotherestofthecompany.

Today’s back-office operations are typically repetitive, manual,
anddataintensive.Theopportunityforautomatingback-officework
isenormous.

Unlocking Business Value for Back 
Office Functions
Manycompanieshaveworkedhardtomakeback-officefunctionsmore
efficient. Robotic process automation, cloud-based ERP (enterprise
resourceplanning),andBPO(businessprocessoutsourcing)havebeen
popularapproaches.Theseprogramsproducedsomeaddedefficiency,
butthereisstillalotofroomforimprovementwithautomation.Back-
officeprocessesstillstrugglewithinefficiencies,longcycletimes,and
siloed data. There are immense opportunities for faster end-to-end
processing,greateragility,andimprovedexperiences.

Our process hierarchy view of the back office is a great way to
break down your functions and identify the opportunities for auto-
mation.Usethisasaguideforfindinglow-hangingautomationfruit,
but don’t limit yourself to these processes as most companies have
farmoreback-endprocessesandthereforefarmoreopportunitiesfor
automation.
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Thetypicalback-officetaskscanbecategorizedintosevenareas:

•  Financeoperations(FinOps);
•  Quotetocash;
•  Reporting&compliance;
•  Finance&accountsmanagement;
•  ITservice&securityoperations;
•  IToperations&infrastructuremanagement;
•  Legal,compliance,risk,andotherback-officeops.

Onpaper,itishelpfultogrouptasksintothesefunctionalareasto
reducecomplexity.Itcanbehardtofittherealbusinessprocessesinto
discrete functionalareas.Therootcause isoftenmisalignmentwith
theoutcomes thatmatter to thecompany.Oneof thekeyoutcomes
ofautomationisbringingtheback-officefunctionsfurtherintoalign-
mentwithourbusinessgoals.

Automation Use Case: IT Service 
Management
Aleaderinhybridcloudserviceshadtroublebrewingonthehorizon,
as cloud and hardware consumption models were rapidly changing.
Whiletheywerenavigatingthischange,theydecidedtohiretheirfirst
CIOin2017.

WendyPfeiffer’sarrivalasCIOfoundacompanyataturningpoint.
Overthenextfewyears,theyneededtopivotfromahardwaretoasoft-
warecompany.Initscurrentcondition,theITorganizationcouldnot
supporttheintensityof thistransformation.Challengeswerepersis-
tent:theITdepartmenthadlowapprovalratingsduetoslowproject
delivery,andtheywereaninefficientcostcenter,drawingover8%of
theannualbudget.

Dozens of back-office processes needed to be transformed to
support thecompany’snewdirection.Wendybrought ina low-code
enterpriseautomationplatformsoworkcouldbeginrightaway.She
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hadtheentireITteamtrainedonthetool.Thentheybegandocument-
ing, scoping, and reworking processes from the ground up. “Good
enoughisnotokayatthispointintime,”saysWendy.“We’redealing
withatimeofunprecedentedchange,unprecedentedchallengesand
complexityisaheadofus.So,wecan’tbesatisfiedwithgoodenough,
we can’t be satisfied with what we did last round to deal with the
complexity.”

Tostart,theysimplifiedtheserviceticketprocess.
The company implemented ServiceNow to help manage service

requests. Unfortunately, buying an IT service management (ITSM)
platform doesn’t result in managed service requests; you still need
peopleactivelycheckingandusingthetoolforittobeeffective.This
wasn’thappening.Asaresult,manyrequestssatinqueuesfortoolong.
Employeesgrewfrustrated.

This was a great opportunity for automation. They started by
connecting all the workflows to Slack. Any assignment, escalation,
approval,creation,andupdateofanyticketsnowhappenedinSlack.
Thisresultedinseveralbenefitsincluding:

•  Proactive  notifications: Instead of a team member having to
remembertologintoServiceNoweverydaytocheckonthework
theyneed togetdone, theyare insteadproactivelynotified.For
example,whenabusinessuserrespondstooneoftheirquestions,
theyseeitpopupimmediately,andtheycantakefastaction.

•  Faster  responses: Previously, it may have been a few hours or
even a few days before they noticed that the business user had
responded. Now they could immediately respond directly from
Slack,furtherreducingthedelaysforthebusinessstakeholders.

•  Unblocking the business:Onceimplemented,projectsfinished
fasterduetoreducedITrequesttimes.Projectsnolongerground
toahaltwaitingonIThelp.

Next, they tackled the delays in provisioning virtual machines
(VMs).

Developersusedtosubmitarequestandwaitaweekforsomeone
to manually provision a VM. This waiting time was often directly
impactinghowquicklytheirdeveloperscouldbuildnewproductsor
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features.Forasoftwarecompany,thismeansdirectlyimpactingtheir
abilitytogetnewrevenuefromthesenewproductsorfeatures.Frus-
tratedwiththewait,oneteamevensetouttobuildtheirownVMsbut
quicklyrealizedtheprocesswasn’tscalable.

Theyimplementedautomaticprovisioninganddeprovisioningof
VMs.Intheoldworld,theinfrastructureteamwouldneedto:

•  ReadtheServiceNowrequest;
•  DeterminetheVMrequirements;
•  OpentheVMadminconsole;
•  Fillinalltheconfiguration;
•  CreateanewVM;
•  ValidatethattheVMwascreatedsuccessfully;
•  Sendanemailtotherequestortoletthemknowit’sdone.

All of this is now done automatically.The automation platform
monitorsServiceNowforVMrequesttickets,routesthemforapproval
inSlack,andtheninitiatesVMprovisioningusingtheconfigurationin
theticket.ItevennotifiesthepersonwhorequestedthenewVM.

This instant provisioning shrinks IT request time from weeks
to hours. If you step back and look at the end-to-end process and
the overall impact on the business, the outcomes are even more
significant.Thereductionofserverprovisioningtimefromweeksto
hoursmeansthatthedeveloperscannowtestnewideasfasterand
release products weeks earlier than before. Instead of IT spending
theirtimenavigatingappsandtypinginconfiguration,theycannow
manage exceptions, troubleshoot issues, and work on more value-
addedinitiatives.

Oneofthosevalue-addedinitiativeswaslookingintoanewway
tocatchsuspiciousactivitybeforeitturnedintorealsecuritythreats.

Aswithanytechcompany,securitywasalwaystop-of-mindforthe
company.Toolsandappsweregeneratingtoomanysecurityalertsto
filterthesignalfromthenoise.Thesecurityoperationsteamhadthou-
sandsofemails,millionsof logentries,andcountless tools tomon-
itor. Using their automation platform, they continuously monitored
Splunk(theirloggingplatform)forspecificeventsandactivities.Now
theycouldsurfacethemorecriticalsecurityeventsbynotifyingmore
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people and using communications mechanisms reserved for high-
priorityalertssuchastextmessaging.

Evenmore important thannotifications, theycouldnowrapidly
actiontheseevents.Onetypeofactioncameintheformofcreating
afollow-upforspecificteams.Forexample,theymightcreateaServi-
ceNowticketforaserveradministratortocheckandseewhyaserver
has abnormally high network traffic. Another type of action was a
fully automated response for certain events. An example of a fully
automatedactionmightbetoimmediatelydisablenetworkaccessfor
adeviceonwhichamaliciousvirushasbeendetected.

By automatically handling some alerts and flagging others, the
security operations team could now better keep tabs on suspicious
activity.Moreserioussecuritythreatsnowhadaveryrapidresponse,
withinminutesorevenseconds.Intheworldofsecuritywheremissing
onethreatcouldcostyourorganizationmillionsofdollars,theseauto-
mationsarecritical.

Thecompanypushedthisconceptevenfurtherbydrivingautoma-
tionacrossITfunctions.Wendysawthatabout70%oftheITteam’s
timewasbeingspentsimplydoingthebasics,or“keepingthelights
on,” reactionary work that you can’t plan for.This unplanned work
wascriticaltotheoperationsofthecompanybutalsoahugetimedrain
fortheteam.Wendyandherteamhavebeenabletobothdetectwhen
something requires maintenance and autonomously address 85% of
theseunplannedworkactivities.

Through these initiatives, automation became second nature.
Withinayearofadoptingthenewautomationmindset,thecompany
increaseditsITservicecapacityby30%.Thismeanstheycouldhandle
30%moreworkwithouthiringanyadditionalpeople.Consequently,
theirapprovalratingsshotupwithanNPSscoreof90+forthelast18+
months.TheITdepartmentwentfromoccupying8%oftheorganiza-
tion’sannualbudgetto1.8%.

InWendy’sownwords,“It’sthiscombinationofusingautomation
forthemostdelightfulusesandusingpeopleforthemostdelightfuluses
andthosetwothatthepeopleandtheautomationbeinginharmony
witheachother,aswedeliverserviceandcapabilitytothecompany.It
soundskindofmagicalbutit’sreallyjustalotofsmallpiecesofwork
thatleaduptoeventuallytheseexponentialimprovements.”
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The company has successfully pivoted into a software company.
MuchofthatworkwassupportedbywhatWendy’sITteamhasdone
aspartofthebackoffice.IfITsimplyremainedacostcenterandabot-
tleneck,thecompanywouldn’tbeabletoworkatthespeeditneeded.
Withanewmindset,theirautomationinitiativescreatedrealvaluefor
theorganization,settingitupforsuccess.

Automation Use Case: Streamlining 
Incident Management
One of the leading spend management solutions credits seamless
back-office processes as crucial to their success. “We’re responsible
forperformanceandmakingsurethesiteisupandavailable,aswell
ashowwemanageandinteractwiththeplatformandservices,”says
Hans,oneoftheirengineers.“It’simportanttoallowtheengineersto
focusontriageandresolutionofissuesinsteadofgoingbackandforth
betweendifferenttoolstocreatetickets.”

Coordinating the company’s response to major incidents with
theirplatformwascriticaltokeepingthebusinessmovingandmain-
tainingthetrustof theircustomers.Beforeusingautomation,here’s
howthingsworked:

1.  Anissuewiththeplatformwouldbedetectedbytheirmonitoring
toolsandleverageVictorOpstopagetheirengineeringteam.

2.  OneoftheengineersoncallwouldneedtologintoJIRAandcre-
ateanincident.

3.  TheengineerwouldthenneedtogotoHipChattoopenaconfer-
encingbridge,whichwouldallowall thepeopleworkingonthe
issuetodiscussandcoordinatetheiractions.

4.  FromtheretheengineerwouldpostanannouncementinCachet
tolettheircustomersknowtheyhadidentifiedanissueandwere
workingonresolution.

That’s a lot of logging into apps and performing administrative
tasks.Allof thisbeingdonebyacritical engineering teammember
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who would be much better off working on fixing the major issue
thatwasjustdetected.Hansandteamrealizedthiswasnottheright
approachandlookedtoautomationforasolution.

The team leveraged a low-code enterprise automation platform
toweave thisprocess together.Theresultingautomationwaited for
acknowledgmentfromtheengineeringteamthatthemonitoringtool
alertwasinfactarealissueandthentookoverfromthere.Itlever-
agedthe informationfromVictorOps tocreatea ticket inJIRAand
assigntheappropriateteam.AHipChatroomwasautomaticallycre-
atedwiththeappropriate teammembers,andtheywerenotifiedto
join. Finally, an update was posted to Cachet to alert customers to
theincident.

The engineering team could now immediately start working on
solvingtheprobleminsteadofhavingtoworryaboutlogistics.Their
timetoresolutionformajorincidentswasimprovedasaresult.

Thisprocesswasfine,buttheteamknewitcouldbeevenbetter:
“We realized we needed to make this process less burdensome to
the engineer. We wanted to make it simpler and invisible.” They
tooktheautomationonestepfurtherandconnectedJIRA’s incident
managementworkflowwithCachet.Thismeansthatastheyupdated
their JIRA ticketandmoved it through the steps (fromopen, inves-
tigating, identified, fixed, watching, and eventually resolved), those
updateswereautomaticallyreflectedintheCachetstatusdashboard.
Customers receive timely updates on the incident without slowing
downtheengineers.Itwasawin-win.

Theendresult?Prizedengineeringtalentdoesnotgowastedon
busywork.Incidentsareresolvedsooner.Andcustomersarehappier.

Whilethetasksarehandledbyback-officefunctions,theimpact
reverberatesthroughoutthecompany.

Automation Use Case: Fine 
Payment Reporting
Inthecaseofaleadingcarrentalcompany,thecompanymissionwas
to become the #1  mobility solutions provider. For that, it not only
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hadtofocusongeneratingrevenuebutalsoonmanagingtheircosts.
Theyfocusedonreducingoneoftheirmajorcosts,trafficfines,using
automation.

Asyoumightexpect,whenpeoplerentcars,theydon’talwaysper-
fectlyfollowtherulesoftheroad.Thisresultsinfinesandotherliabil-
itiesbeingchargedtotherentalcompany.Normallythesefineswould
simplybepassedontothecustomers;however,duetosomeregional
regulations,therentalcompanyhadtoreportthedriver’sinformation
to the authorities before a predetermined deadline.These deadlines
varied from 7 to 30  days. Due to their slow internal processes, the
rentalcompanyendedupbeingliableforthousandsofcustomerfines
whentheyfailedtoreportthemtotheauthoritiesbythedeadline.This
equatedtohundredsofthousandsofdollarsinfinesandpenaltiesthat
thecompanycouldeasilyavoid.

Withouttheabilitytoquicklyprocessandreporttheseviolations,
the backlog just continued to grow, and fines continued to add up.
Theyincurredheavycoststhatateintothebottomlineofthecompany.
Thus, they needed a solution to reduce the bleed of recurring costs
by enabling them to quickly report these customer liabilities before
deadlines.

Forthiscompanyit’snotonlyaboutcars; it’sabouttappinginto
different markets, managing the fleet, and scaling up hundreds of
locationsforthousandsofdrivers.Theinabilitytokeepupwithstan-
dardoperatingrequirementsbecauseoftheseantiquatedpaper-based
processeswasholdingtheirgrowthhostage.Thecompanyhadtopro-
cesshundredsoffinesfromcustomerseveryweek.Thepeaktallywas
more than 3,000 cases/month, equating to thousands of dollars in
fines.Managingtheloadwasunbearablewithoutautomation.

The company implemented an automation solution to retrieve
thekeyinformationfromthenotificationsreceivedfromauthorities.
They leveraged optical character recognition (OCR) to extract the
informationtheywouldneedtoidentifythevehicleanddriverrespon-
sible.Thisincludedthelicenseplate,theviolation,andthetimeand
date. They were then able to correlate the violation with a specific
customer from their CRM. The combined violation and customer
information was then automatically reported to the authorities well
withintherequiredtimeline.
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The solution ended up removing the manual process altogether,
resulting in significant time saved for their teams. It also addressed
the core objective of reporting customer liabilities (i.e. speeding) to
authorities inatimelymanner.Thishelpedalleviatetheheavyfines
thattheypreviouslyhadtopayduetothemisseddeadlines,andthey
couldrefocusongrowinginnewmarkets.

Automation Use Case: Automated 
Cash Reconciliation
Financeteamsworkwithlargevolumesofdataonadailybasisand
mustdosowithperfectaccuracy.Manyprocessesexisttocheckand
cross-check the numbers to ensure accuracy of financial reports
andmonitorforfraudorotherirregularities.Oneofthoseprocesses
iscashreconciliation.

One of the world’s largest event ticketing companies was no dif-
ferent.However,theyfoundthattheircashreconciliationprocesswas
takingfarmoreoftheirteam’stimethanitshould.Thefinanceteam
wasspendingover20hoursweeklytosimplygetthedataintoNetsuite
(their finance system), which took time away from more important
activities.

Thecompanyhadmultipleaccountsacross twodifferentbanks,
and therefore it required the team to log in to each bank’s website,
download the transactions into a spreadsheet, manually reformat
andfilterthesetransactionstopreparethemtobeloaded,loadthem
intoNetsuite,andthenpostthetransactions.Beyondbeingtimecon-
suming,thiswasnotagooduseoftheirfinanceteam’sskills.

The team automated these processes with less than a week of
effort.Thenewautomatedprocessworkedasfollows:

1.  Downloadthetransactionrecordsfromeachofthebanksusinga
securefiletransferservice;

2.  Loadthebankfilesas-istoNetsuiteforposterityandfutureaudit
requirements;
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3.  Initiateaprocesstoiteratethrougheachtransactioninthebank
recordsandapplypredefinedbusinessrulesinordertofilterand
maptransactionstoaformatreadytobepostedinNetsuite;

4.  PosteachoftheanalyzedandenrichedtransactionsinNetsuite.

Averysimpleautomationwithsignificantefficiencygains.Twenty
hoursweeklyequatestohalfofafull-timeemployee.Thismeantthe
financeteamwasnowabletospendtimeonsignificantlymorestra-
tegicandmorerewardingwork.Thisautomationwasonlyonesmall
part of a much larger set of month-end, quarter-end, and year-end
activities. Companies like this one are stepping back and looking at
theselargerfinanceprocessesandchoosingtomodernizeratherthan
simplycontinuingtoaddmoreheadcount.

The Power of Back-office Automation
Back-officeautomationislinkedtootherfunctions,suchasfrontoffice
oremployeeexperience.Somekeybenefitsthatcanberealizedacross
theorganizationsarelistedbelow.

Benefit Overview

Top-line
growth

Asautomationeliminatestheneedforpaper-basedprocesses
andreducesthenumberofmanualtouchpoints,employees
canfocusonmorevaluabletasksthatcanpositivelyimpact
thetop-linegrowthofthecompany.Thiscanhaveacascad-
ingeffectofimprovingcustomerexperiencesandevenactas
acompetitivedifferentiatorforthebusiness.

Reduced
cycletimes

Automatingend-to-endprocessescanreducethecycletime
throughreductioninmanualtouchpointsandreductionin
approvaltimes.Itcanalsoimproveadherencetoservicelevel
agreements(SLAs)duetoreducedvariabilityintheprocess.

Improved
data
analytics

Asautomationrecordsallthestepsduringtheprocess,the
datacanbebetterusedtocarryoutprocessanddataanalyt-
ics,whichcanprovidevaluableinsightsoftheprocess.

Reduced
errors

Withreducedmanualinterventionalongtheprocess,
chancesofhumanerrorsaredrasticallyreduced,soyour
clientscancountonyoursystemstorunefficiently.
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Innovative Automations in the Back Office

Sofarinthischapter,wehavetalkedthroughsomeexamplesofmajorprocesses
thatcanbenefitgreatlyfromautomationinourcompanies.Butsometimesthe
bestprocessesareoutsideoftheobvious.Whilethemission-criticalprocessesin
everycompanyshouldbeinfusedwithautomationfromendtoend,themagic,
delight,and intriguecanoften spark fromone individualwithan innovative
thought.Let’stakealookatafewexamplesofinnovativeback-officeideaswe
haveseeninrecentyears:

•  Connected  light  bulbs  and  security  operations: One company was
automating notifications and incident response in their security opera-
tions,andtheyfeltthatthenotificationstructuretheyhadinplace(email
alertsandSlacknotifications)wasstillnotenoughforthemostmission-
critical alarms from their security software. An example of a mission-
critical alarm might be when unusual activity is detected with one of
theircoreadministratoraccounts.Foralarmslikethis,theyworriedthat
whenpeoplewereawayfromtheircomputers,theystillmightnotseeand
respondtoanincidentmessagefastenough.Inresponse,theysetupan
integrationwithacloudSMSservice(likeTwilio)tosendtextmessages
to the security team only for these most critical situations. They made
thisevenmoreimpactfulbylinkingthisautomationtoWi-Fi-connected
Philips Hue lightbulbs in their office.The automation programmed the
lightbulbstoallturnredinresponsetoaredalertmessage,ensuringthat
anyone in theroomwould immediately return to theircomputer tosee
whatwasgoingon.Thisspecificautomationwascreditedwithsavingthe
companyfromamajorbreach.

•  Helping new employees migrate from PC to Mac for the first time:
OneBTteamatacompanythatonlyissuedApplelaptopstoemployees
realizedtheywerereceivingmanyserviceticketsthatweresimplyaresult
of new employees who had never used a Mac before. For example, the
caseofanappwithimportantworkrandomlydisappearing.Eventually,
thiswasfoundtobecausedbytheuserinadvertentlyswitchingtoanew
desktop.Theteamwasabletodramaticallyreducethenumberof these
time-consuming service tickets by incorporating a small survey at the
beginningofnewemployeeonboardingthataskedemployeesifthisjob
wasthefirsttimetheyhadeverusedaMacdevice.Iftheyansweredyes,
theyweredirectedtotakeashort trainingsessionthattheBTteamput
togetherthataddressedthemostcommonissuesthat theyhadreceived
overthepastyear.NotonlydidtheBTteamfreeupsomeoftheirtime,but
newemployeeproductivityalsoincreased.

•  No- touch provisioning and de- provisioning of apps with seat- based 
pricing:TheITteamisoftenaskedtomaintainthelistoflicensesforseat-
basedapps,suchasSalesforceCRMandothersimilartoolsthatrequire

(continued)
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expensivemonthlyindividuallicenses.Onecompanydecidedtoeliminate
thefrictionaroundprovisioningnewlicensesandrevokingidlelicenses.
Before,usershadtowalkuptoageniusbarintheofficetorequestalogin,
whichwouldtakeseveraldaystoworkthroughtheITqueue.Today,the
companyallowsanyemployeeinthecompanytorequestalicenseforany
applicationusinganeasy-to-useSlackbot.Thisisroutedtotheirmanager
forapprovaland,onceapproved,theautomationprovisionsaccessforthe
user.Takingthisevenfurther,anotherautomationwill trigger if,atany
time,theuserhasnotloggedintotheapplicationina90-dayperiod.At
thatpoint,amessagewillappearinSlackaskingtheuseriftheystillneed
accesstothesoftware.Iftheyselectthe“yes”button,itisroutedbackto
theirmanagerforapproval. Inthisway, thecompanysavestheITteam
fromacommon,rotetaskwhileensuringtheirSaaSlicensecostsstayas
leanaspossible.

•  Conversational answers to company- wide knowledge search with 
AI: Employees have questions every day, and answering them usually
involves asking around or sifting through files and document search
results. Linking up Slack, generative AI, and an enterprise-wide search
tool such as Glean, companies can deliver knowledge to employees in
Slackconversations.Forexample,whenanemployeewantstoknowwhen
thenextcompanyholidayishappening,theywouldtypicallygofindthe
companyholidaycalendar.Butwiththisautomation,theycansimplyask
aSlackbot,“Whenisthenextcompanyholiday?”Theautomationwould
search throughcompanyfiles,knowledgebases,anddocumentstorage,
andgenerativeAIwouldserveupananswer that is sentback inSlack:
“Thenextcompanyholiday isAugust12  -doyouhaveanyotherques-
tions?” Not only would this improve the employee experience, but it
wouldlightentheloadforpeoplearoundthecompanywhoare“hubs”of
knowledge.

Back Office Is the Foundation 
of Every Company
Whilesomepeopledownplaytheimportanceofback-officefunctions
duetothemnotbeingdirectrevenue-generatingservices,theyarein
factthefoundationofeverycompany.Muchlikeplumbingorelectrical
systems in your house, they aren’t important until they don’t work,
and then it’s the end of the world. Automating these foundational

(continued )
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processes can have a direct impact on all aspects of customer expe-
rience, employee experience, and front-office operations and helps
ensure therestofyourbusinessdoesnotgrind toahalt.Allof this
resultsinrealcompetitivedifferentiationforthebusiness.It’sforthis
reasonthatmanycompaniesstartwiththeback-officefunctionswhen
embarkingontheirautomationjourney.
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CHAPTER 10

The Front Office

“Growth is never by mere chance; it is the result of forces working 
together.”

—JamesCashPenney

As the first era of digital transformation unfolded, marketing
andsalesleaderssuddenlybecamemajortechnologybuyers.
Customerrelationshipmanagement(CRM),marketingauto-

mationplatforms(MAPs),andanecosystemofrevenue-focusedsoft-
wareapplicationstransformedthesefunctions.

Buyersoffront-officeappsareunlikeanyotherbuyers.Whenevery
appclaimsdirectrevenueimpact,budgetbecomeslessofanissue.As
aresult,marketingtechnology(ormartech)isoneofthelargesttech-
nologylandscapesinbusinesstoday.1

Thefront-officetowerofautomationincludespartsofthecompany
thatarecustomer-facingorrevenue-driving.Salesandmarketingare
the largest functions of the front office. Based on industry, it might
includeotherroles,suchasahotelfrontdesk,analystsinaconsult-
ingfirm,orwealthmanagementadvisors.Regardlessofwhatyoucall
them in your industry, the revenue-generating teams and functions
oftenhaveverysimilarunderlyingprocesses.Thegoodnews is that
theseareasarealljackpotsofautomationopportunities.
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Aspartofourprocesshierarchy,weseethatthefrontofficeactiv-
itiescanbegroupedintosixkeyareas:

•  Salesmanagement;
•  Customersuccessandoperations;
•  Revenueoperationsandgo-to-market;
•  Salesorderandcontractmanagement;
•  Awarenessanddemandgeneration.

Thefrontofficeisoneofthemostvaluableautomationopportu-
nitiesbecauseof itsdirectconnectiontorevenue;however, it isalso
themostvolatile.Theaveragetenureforachiefmarketingofficeris
40 months,anditdecreaseseveryyear.2TimeisevenshorterforaVPof
sales,at18 months.3Eventhemostsuccessfulleadersdealwithrising
demandsandever-increasinglead,pipeline,andrevenuequotas.

Short tenures pressure front-office leaders to drive immediate
impact with their initiatives. In the first era of digital business, the
resulting action was often just buying new applications. Companies
are now seeing the short-lived and rapidly diminishing returns of
simplyaddingsoftware.Inthepastweaddedanapptobringdozens
of new capabilities to life, such as a new digital lead management
approach. Now, a new app might slightly enhance one of those
capabilities—perhapsitenhancestheleadroutingabilitieswithinthe
leadmanagementprocess.Oneofthebiggestchallengesforthefront
officeinthenexteraisshakingthat“buynewsoftware”mentalityand
insteadpursuingapproachesthatcontinuetogeneratelong-termvalue
fromtheappstheyown.

Company Impact Begins in the 
Front Office
Whataretheautomationgoalsforthefrontoffice?Inshort,theyare
the same as the business goals. Fundamentally we want to increase
revenue.Thisisachievedbyhelpingsalesteamstosellmoreproducts
orservices,marketingtoincreaseawareness,andcustomersupportor
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deliveryteamstoretainandupsellmorecustomers.Buttheoutcomes
donotstopthere.Awell-automatedfrontofficeresultsin:

•  Enhanced  customer  experiences: Front-office automations
can have a major impact on the timeline for addressing cus-
tomer requests, without the need to make deep customizations
or changes toyourapplications. It canalsohelp tocreatemore
personalizedinteractionswithprospectsandcustomersbygiving
customer-facingteamsthejust-in-timecontexttheyneed.

•  Elevated  employee  experience: Customer-facing employees
get frustratedwithadministrativeandredundant tasks thatadd
little to no value to the customer experience. Automation elim-
inates this and thereby removes the excess stress, which often
causesburnout.

•  Improve  bottom  line  and  top  line: By providing experiences
that create “WOW” moments for the customers, the organiza-
tions are more likely to keep them engaged and have a longer
relationship—this results in positive bottom-line and top-line
financialoutcomes.

The reverberating impact of these moments with customers are
notjusttomakeusfeelgoodinside,theycandictatetheultimatefate
oftheorganization.

The Rise of RevOps
Several front-office models have become popular in parts of the
business landscape, especially tech companies. In the early days of
digital transformation, it started with the introduction of marketing
automationplatforms(MAPs).SoonafterMAPswereputonthemap
(punintended),thecreationofmarketingoperationsrolesquicklyfol-
lowed.Theseroleswereneededtomanagethehugenumberofnew
marketing systems and associated processes. Sales operations came
quicklyafter,tomanagetheprocessesoperatingintheCRMandacross
othersalestechnologies(opportunitymanagement,forecasting,quot-
ing,dealapproval,etc.).
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More recently, specifically in the tech industry, we’ve seen sales
operationsandotherrevenueandmarketing-focusedoperationalroles
redefinedinto“revenueoperations”(RevOps).Thisnewteamistasked
with implementing, managing, and integrating the front-office apps
that drive growth. These roles usually report directly into the sales
ormarketingteams.Theseteamsarehyper-focusedonenablingand
evolvingtheend-to-endsalesandmarketingprocesses;technologyis
simplyhowtheydoit.Thisevolutionweareseeingintechcompanies,
whichareoftenattheforefrontofnewtechnologytrends,givesusa
hintastohowourfront-officeteamswillneedtoevolveaswemove
towardincreasinglyautomatedsalesandmarketingfunctions.

Automation Use Case: Lead 
Management
Leadscancomefrommanysources:virtualandphysicalevents,web
forms, chat solutions, and more. This results in a mess of different
formats and at varying levels of detail and quality. The automation
platformsolvesthisfirstproblembyeitherintegratingdirectlytothe
sourcesystemsorprovidingmechanismsforteamstoloadlistsofleads
receivedfromeventsorothersources.

If a company is driving growth with a lead generation strategy,
automationisamust.Leadresponsetimesareacrucialmetrictomaxi-
mizevalue.Amarketingprocessinvolvingleadscanincludedozensof
apps.Manystepsarerequiredtomovealeadrecordthroughoutitslife
cycle.Eachoneneeds tobe imported,validated, cleansed,deduped,
enriched,scored,routed,andattributed.

Even with all the dedicated apps to help, lead management is
still very hard. Despite best efforts and tech spending, almost every
companyintheworldstrugglestocontactnewleadsinlessthanthe
optimalfive-minutebenchmark.Inaddition,entirecategoriesofsoft-
wareexisttohelpwiththisexactproblem,yetcompaniesstillstruggle.

Let’s walk through an example of a fully automated lead
managementprocess.
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Theentireleadmanagementprocessisdependentonthequality
of the leaddata,andthereforethefirststep is toensurewehaveall
thedetailsabouttheprospect.Beforethisleadrecordcanbeentered
intoaMAPsuchasMarketo,Pardot,orHubSpot,itshouldbecleaned,
enriched,andtransformedwithaccount/contactdataservicessuchas
ZoomInfo,Clearbit,orDun&Bradstreet.Thesevendorsfirstvalidate
therecordbylettingusknowthingssuchaswhetherthelead’semail
isvalidornot.Assumingtherecordisvalid,theythenreturnanarray
ofadditional informationon thecompanyandcontact for this lead.
Theautomationplatformroutestheleadrecordsonebyonetothese
leadenrichmentservicesandusestheresultingdatatocreateahigh-
qualityleadrecordintheMAP.

Once the incoming lead is validated and standardized in a con-
sistentformat, itmustbecheckedbyothersystemsincludingCRMs
suchasSalesforcetoseeiftheleadalreadyexiststoeffectivelymanage
duplicatesandthenmatchedtoanaccount.

Next comes services such as MadKudu and 6sense to execute
advanced lead and account-scoring processes. In many cases, this
“super score” is based on several disparate data sources including
intentdata,firmographics,andpriorcompanyengagements.

Theleadscoreisthenusedtoprioritizeandroutetheleadtothe
appropriatesalesrep(sometimesthroughcomplexroutinglogicusing
services such as LeanData and RingLead, or built directly into the
automatedprocess).Theautomationplatformwillnotifyandcontinue
toremindsalesteammembersinthesystemstheyusemosttoensure
theleadsaren’tmissed.SomecompaniesmayuseMicrosoftTeams,a
salesdialer,email,orevenSMSmessagingtoaccomplishthis.

Ensuringsalesnotonlyfollowsupbutdoessoinatimelymanner
with messaging consistent with the nature of the lead is itself a
multibillion-dollarindustrywithsalesengagementplatformssuchas
Outreach,Revenue.io,andSalesLoftdefiningthecategory.Measuring
attributionisanothermassiveheadache,withsolutionssuchasBizible
(acquiredbyAdobe)createdtohelpmarketersprovetheirimpacton
revenue generation. The automation platform engages these addi-
tionaltoolsautomatically.

Theoutcomeofabasicautomatedleadmanagementprocesslooks
likethefigureonthefollowingpage:
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Thisprocess,withupwardsofninedistinctapplicationsinvolved,
istypicallyboltedtogetherusingnativeintegrationsbetweentheapps.
Theaveragecompanyassumessalesrepsarefollowinguponleadsin
aspecificviewintheCRM.Withoutautomatedalertstoreps,average
lead response times with this approach are usually within a day. In
egregiouscases,theycanextendweeks,orsometimestheyaremissed
entirely. Using the automated version of this process we outlined
above,aleadcaneasilybecontactedwithinfiveminutesofbeingcap-
tured.Theautomationcankeeptabsonrepresponsetimes,andifa
leadisassignedandignored,thentheleadcanbereroutedtothenext
bestreptoensurerapidresponse.Inaddition,repscanbenotifiedina
varietyofwaystoensureleadsaretopofmind.

Imagineapotentialcustomerislookingtobuyaproductorservice
fromyouandtheyarealsoevaluatingyourcompetitors.Theyfillout
theformtobecontactedonbothyourwebsiteandyourcompetitor’s
website.Yourteamphonestheminfiveminutes,catchingthemwhen
theyareactivelythinkingaboutthisproblem.Yourcompetitor,whose
strategyishopingrepsaremonitoringtheirleadview,reachesoutto
the customer two days later. The customer will naturally feel more
valued by your organization, and therefore you immediately have
theadvantagebeforeevensayingyourfirstwordaboutyourproduct
orservice.

Theseleadautomationprocessesdonotneedtobebuiltovernight.
For a major enterprise technology vendor, they began with simply
building out sophisticated lead intake mechanisms. Over time they
expanded to automating work that reached into sales, customer
support,andevenfinanceprocesses.Atthebeginning,theirfocuswas
on the quality of the data and ensuring the processes executed reli-
ablyend-to-end.Butovertime,theyevolvedtheirprocessesandbegan
introducing machine learning (ML) to make advanced lead routing
andprioritizationdecisions,whichresulted ineven fasterandmore
personalizedreach-outstotheirmostpromisingleads.

In leadmanagement, ifwecanget the fundamentalsdown, the
sophisticatedworkwillfollownaturally.Manycompanieshavebeen
able to achieve as low as 30-second lead response times using this
approach.Asaresult,theyalsoseeconversionratesonleadsdouble.
Withreliableandeffectiveleadmanagement, thecompanycannow
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have confidence that every lead generated through marketing activ-
itieswillbehandledinatimelyfashion.Fromthere,it’sallaboutlet-
tingthesalesrepsdowhattheydobest:sell!

Automation Use Case: Food Delivery 
and Loyalty Rewards
For those of us in B2B tech, it’s easy to forget that the front office
involvesfarmorethanleadsandprospects.Inindustriessuchasretail,
theprioritieslookmuchdifferent.

Alargegasandconveniencestorechainhas800retail locations,
andtheyhadauniqueexperienceduringtheinitialpandemicsurges
in 2020. Although foot traffic didn’t completely collapse as people
werestillbuyinggasfor theircars,revenuecertainlywentdownfor
sometime.

Shortly before the pandemic struck, they had added a loyalty
program to drive return customers and compete with other gas and
conveniencechains.Theideawasthatcustomerscouldearnrewards
suchasdiscountsafteracertainnumberofpurchases.Theproblem
was,theloyaltyprogramwasonlyusefulforin-personpurchases,and
foottraffichadallbutevaporatedduringthepandemic.Ontheother
hand, revenue was not dropping as much as they expected because
they were partnered with DoorDash, which allowed people to pur-
chasesnacksandcandyfromhome.

Thecompanywaspleasedthatretailsaleswerebeingproppedup
tomakeup for thedwindling foot traffic,butat thesametime they
stillwantedtoencouragerepeatcustomerswiththeirloyaltyprogram,
which was being managed in a SaaS solution called Punchh. After
all, this was the entire point of the rewards program that they had
established.

Thankfully, the company already had an automation approach
asasupplierofgoodssincetheysoldbulkgastotransportationand
fleetcompanies, soworkingwithsupplierAPIswasa standardpro-
cessforthem.
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Usingtheir integrationandautomationplatform,theywereable
tostringtogetherthereal-timepurchasedatafromtheDoorDashAPI
andpullitoverintoPunchh.TheycombinedthisDoorDashdatawith
thedetails fromotherpartsof theretailexperience,suchas in-store
purchasedataandgaspumppurchasedata.

Oncethisprogramwasupandrunning,thecompanywasableto
gainfurtherinsightsintohowtheloyaltyprogramwasimpactingcus-
tomer purchasing habits across all 800 stores by streaming the data
throughbigdataanalyticsandAI/MLonAzure.

Thecompanywasabletosuccessfullypivottheirloyaltyprogram
tooperateeffectivelyduringthepandemicandindoingsounlocked
evenmoreinsightsintotheircustomers.Thisexampleshowshowsup-
plier data can sometimes significantly augment your processes, and
when properly integrated, these suppliers can sometimes extend or
evenreplaceentirerevenuestreams.

Automation Use Case: Deal Desk
ForsalesteamsinmanyB2Bindustries,endofquartercanbestress-
ful.Ifadealdesk—thecontractapprovalprocessforasalesteam—is
poorly constructed, it only adds to the frustration for everyone. It
affectssales,leadership,finance,andmostimportantly,customers.

Apoordealdeskprocesswillhavealackofvisibilityontheoppor-
tunity across stakeholders. It creates a poor customer experience in
managingtime-sensitiveprocesses.Whentheprocessissiloedandthe
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financeteamhaslittlevisibilityintotheopportunity,itisevenharder
toapproverequests.Dependingonnonstandardrequestsorcontract
changes,lotsofstakeholders(finance,legal,immediatemanager,skip-
levelmanager,thechiefrevenueofficer[CRO],productteam,etc.)may
needtoreviewandapprovethedeal.Withalltherelevantinforarely
wellorganized,eachstakeholdermusthuntitdownbeforeapproval,
slowingdownthewholeprocess.Somevariationsof theseproblems
playoutformanycompanies.Dealdeskbecomesacostcenterrather
thanatooltorecognizerevenuefasterandreducecontractrisk.

Whenthishappens,customersdon’treceivepromptanswers,and
salesteamsrelyonheroicstotrytosalvagedeals.Salesrepsmissquota
orbigincentives,andthecompanymissesquarterlyrevenuetargets.
Evenworse, therearesomecompleteddeals thatnevershouldhave
beenapprovedinthefirstplace.Thelong-termimpactofthismight
beastringofunprofitabledeals,orworse,itcouldresultinlost/frus-
trated customers who go on to damage a company brand through
wordofmouth.

Thegoodnewsisthatwecanfixthiswithautomation.Ifwereduce
frictioninthedealdeskprocess,we’llstartoffontherightfootwith
ournewcustomers,makingitfareasierforustoworkwiththeirpro-
curementteamswhenwelooktoexpandinthefuture.

TomovetheopportunityforwardinourCRM,thesalesrepmust
submit the deal for review. Reviewers should not have to check an
inbox in a siloed application or wait for an email. Most companies
commonlyuseacollaborationtoolsuchasSlackorMicrosoftTeams.
Theautomationplatformenablesthealerts,approvals,andupdatesto
appear inthesetools thatarealwaysopenfortheusers.Thismeans
reviewersshouldn’thavetologintotheCRMatall!

Inthecollaborationtoolourapprovershavewhattheyneedattheir
fingertipsandinoneclick,caneitherdigdeeperusingincludedlinks
orsimplyapprovethedeal.Onceeveryonehasgiventheirapproval,
theopportunitywillautomaticallymovetothenextstageintheCRM.
Ifand/orwhenaparticulardealgetscalledintoquestion,wenowhave
aclearaudittrailshowingtheapprovalofeachrevieweralongwithan
explanationofwhyanapprovaldecisionwasmade.
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Alargecollaborationsoftwarecompanyimplementedadealdesk
processmuchlikethisoneandthentiedittotheirlargerquote-to-cash
process with automation. Now, 98% of their orders are processed in
lessthanfiveminutes—90%ofwhicharen’ttouchedbyanyhuman.
Automatingtheirdealdesksavedtheirsalesandfinanceteam5,000
hours/monthandspedtheirapprovalprocessupby4x.

.
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Theopportunityforeveryfront-officeleadertodayistonotsimply
useintegrationandautomationtofixtheoccasionalmanualprocess
buttocreateacultureofautomationthatelevatesthecustomerexpe-
rience.Aswithanyotherdefiningattributeofyourculture,thisatti-
tude and bias toward automation should bleed through into every
department.Leadershipacrosstheorganizationmustthenpartnerto
drivetruebusinesstransformationthroughautomation.

Innovative Automations in the Front Office

Therearefundamentalprocessesthateveryfrontofficewillwanttoautomate,
fromcampaignmanagementtoleadrouting.Often,thefront-officeteamsare
someofthemostcreativeandmotivatedtotestnewideas.Aswe’vementioned
throughoutthisbook,itiscriticaltoempowerthesecreativemindstoputtheir
ideas into action. Some of the most exciting ideas in the company can come
from these moments of inspiration that are not directly related to the core
processesinthecompany.Often,itistheseideasthathavethelargestimpacton
customersandrevenue.Hereareafewexamples:

•  Finding new sources of customer intent data: Intheearlydaysof
the pandemic, in-person meetings, events, and other ways to interact
face-to-facewithprospectsevaporatedovernight.Forascalingstart-up
who relied heavily on these interactions for growth, this change had
thepotentialtobecatastrophic.Fortunately,someoneintheircompany
hadtheideaforanautomationusingintentsignalscomingfromthird-
party websites. Any time a customer or prospect began searching on
theseindustry-specificsites,relatedsalesandmarketingrepswouldbe
instantly alerted in Slack so they could prioritize their outreach. The
endresultwasthatthecompanymadeupforthelossofin-personinter-
actions in a dramatic way, reaching 110% of their targets in back-to-
backquarters.

•  Using AI call analysis to automate leave- behind suggestions:Tools
such as Gong.io, Chorus by Zoominfo, or Revenue.io use natural lan-
guage processing (NLP) to generate data on sales calls. This data can
beharnessedinmanyways.Onecompanycreatedanautomationthat
triggeredwhenGongcaughtcertainkeywordspertainingtonewprod-
ucts thecompanywas rollingout.Theyfiguredsales repsmaystillbe
gettinguptospeedonnewproducts,sowhenkeywordmentionsfrom

(continued)
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customersandprospectscorrespondedtothenewsolutions,salesreps
wouldreceiveaSlackmessagewithlinkstosuggestedfollow-upcontent
that was stored in the company’s sales enablement platform. In that
way,eveniftherepmissedtheopportunitytomentionasolutiononthe
call, they could quickly course-correct in their follow-up emails. Sales
repsappreciatedthehelp,anditresultedinnomissedopportunitiesfor
thecompany.

•  AI- generated  call  summarization  and  field  updates: Logging calls
and updating the CRM platform has come a long way—generative AI
has the potential to take that to a new level. Generative AI can take a
calltranscriptfromatoolsuchasGong.ioandsummarizeitdowntokey
Salesforcefieldsthatwouldbeusefuldataforlater.Thesemightinclude:
What were the next steps?What was the use case discussed?Were any
competitors mentioned?While many platforms may offer some version
ofthisfunctionality,generativeAIgivescompaniesfarmorepower.You
canputguardrailsupthatwilldefinetheworldviewfortheAI.Youcan
alsosubmitpartialdatatoprotectsensitiveinformationifyouareusing
apublicmodel.GenerativeAIcanalsousethatdatatocreatefollow-up
emailsandwritetemplates,andtheautomationcansendtheemailtoa
salesrepinSlackforapprovalbeforeitissentout.

•  Closed- lost  reactivation  emails: Closed-lost deals often hold value
forsalesreps,butit israrelyvaluableenoughtojustifyarepdiverting
attention from active pipeline unless they are desperate. An automa-
tioncan feedclosed-lostopportunityandaccountdata intogenerative
AI,whichcandraftreactivationemails.Theseemailscanbesenttothe
sales rep who owns the deal in Slack orTeams for approval and then
sentouttotherightcontactsinOutreach.Inthisway,theautomationis
supplementingworkthatmightotherwisegountouchedinasalesrep’s
daytoday.

•  Auto- categorizing  job  titles  by  buyer  persona: Job titles can be
diverse;forexample,differentpeoplewithchiefmarketingofficer,CMO,
SVPofmarketing,orheadofmarketingtitlesmightallhavethesame
responsibilities.Formarketingpurposes,acompanymightwanttogroup
allofthesetitlesunderthebuyerpersonaof“marketingleader.”Inthe
past,thatwouldhavebeenmanualworkinaspreadsheetormarketing
automation platform. With generative AI, it can be as easy as telling
the solution to “update all contact and lead records with a marketing
leader title to the marketing leader buyer persona” and letting the AI
dothework.

(continued )
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All over the world, front-office teams envision how to make the
processes efficient and drive automation to supercharge their entire
marketing,sales,andcustomersupportefforts—fromcapturingnew
leadstogrowingthecustomerbase—andeverythinginbetween.The
realopportunity for the frontoffice is to lookbeyond itsboundaries
intootherpartsof thebusiness.Asprocesseswithin the frontoffice
becomemoreautomated,connectingthemtotherestofthecompany
willunlockgreatpotential.

Notes
 1. Brinker, Scott, 2022, “Marketing Technology Landscape 2022: search

9,932 solutions on martechmap.com,” ChiefMartec, https://chief 
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CHAPTER 11

The Employee 
Experience

“Employee experience is the new battleground for talent.”

—JacobMorgan

DianeGherson,formerCHROatIBM,oncesaidthatifpeoplefelt
greataboutworkingwithus,ourclientswilltoo.1Shewentonto
explainthatnearlytwo-thirdsofclientexperiencesweredirectly

correlatedwithemployeeengagementscores.Happyemployeesleadto
happiercustomers,moreproductivepeople,andbettercompanies.

Inrecentyears,theplightofemployeeshasmadeheadlines.Trends
such as the Great Resignation, Quiet Quitting, and remote vs. in-
officeworkhavefueleddebate.Atonepointin2021,nearly40%ofall
employeeswerethinkingofleavingtheirjobsforgreenerpastures.Sur-
prisingly,compensationranked16thonthelistofreasonswhy.2Ahead
ofthatwerealitanyofreasonsthatrevolvedaroundtheemployeeexpe-
rience.Howpeopleexperiencework,dayinanddayout,isakeydriver
forhowwellwecanretainandmotivatethem.

What processes make up the employee experience tower? It is
everythingthatinvolveshowanemployeeengageswiththeiremployer.
Itstartsfromrecruitmentandgoesthroughonboarding,learningand
development,allthewaytooff-boardingwhenitcomestimetoleave.
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Thereisanenormousamountofpotentialtodelightourpeopleand
drivemoreproductivitywithautomation.

It is necessary to build seamless processes to support the entire
employeejourneyandcreatethemomentsthatmatter.Notonlywill
wehavehappyemployees,butwe’llfindefficienciesalongtheway.

Nomatterwhereapersonlivesintheworld,theyallwantafulfilling
worklife.Automatingaspectsofthisexperiencehasgreatpotential,butit
isnotwithoutrisks.Wedonotwantpeopletofeelliketheyworkforacold,
soullessvendingmachine.It’simportantnottolosethehumantouchthat
makespeoplefeelvaluedandimportant.AGartneranalystrecentlytold
HBRthat“employeestodaywanttobetreatedaspeople,notjustworkers.”3

Asthenamesuggests,thistowerofautomationisallaboutexpe-
riences. This can make leaders feel that this area is less important
becausetheconceptofexperienceseemsnebulousanddifficulttomea-
sure.However,itisoneofthegreatestdifferentiatorsforcompanies.
Employeeswhoworkinempoweringculturesandenjoytheirjobswill
goanextra10milesforthecompaniestheyworkfor.Thismeansevery
singleaspectofeverythingthecompanydoeswillbedonebetter.There
arefewthingsinacompanythathavesuchabroadimpact.

Removingtheambiguityfromemployeeexperienceisimportant.
Drawingonemployeefeedbacktoidentifytheareasofimprovement
fortheirday-to-dayexperiencesisbyfarthebestapproach.Thistakesa
subjectivefeelingsuchas“I’munhappywithmyjob”andturnsitinto
anactionableandmeasurableoutcomesuchas“Myvacationrequests
nevergetapprovedontime,andtherefore,Ican’tconfidentlymake
vacationplans.”We’venowgonefromsomethingvagueandunfixable
tosomethingwecanaddresswithautomation!Leveragingemployee
feedback to turn employee experiences and feelings into actionable
improvementsiscriticaltoautomatingtheemployeeexperience.

Automating Delightful Experiences
Our recommended strategy for improved employee experience has
threecomponents:culture, technology,andprocesses. Ifwewant to
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createdelightfulemployeeexperiences,allthreehavetocometogether.
As an example, let’s take a look at how these play out in the talent
acquisitionprocess:

Culture:Intalentacquisition,companyculturecanbecommuni-
catedinmanyways.Itcancomeacrossinsharedvalues,thespe-
cialthingsdoneforprospectiveemployees,orthewayinterviewers
arecoached.Wecanuseautomationtoenhancethecultureofthe
talentacquisitionprocessby,say,sendingautomated,handwritten
thank-you notes (that’s a real thing!) to all candidates as they
enterthehiringprocess,orensuringinterviewersreceiveaquick
reminderofthetopfivevaluestocommunicatebeforeheadinginto
aninterview.Theexampleofahandwrittennotemightmakeyou
pause; it doesn’t seem a natural fit with automation. Remember
that automated processes don’t mean they lack personalization,
anditdoesn’tmeanpeoplearenotinvolvedinthoseprocesses.It
simplymeanstheyexecuteconsistentlyandautomaticallyloop-in-
humanactionsattherightplaceandtherighttime.
Technology:Recruitingtechhasgrowninthepastfewyears.Can-
didatemanagementsolutionshavegottenmoresophisticated,but
askingexecutivesandmanagerstologintoyetanothertooltofill
outpost-interviewscorecards,submithiringrequests,orapprove
positions is a recipe for a poor experience. We can abstract this
work away from the specialized technology into something like
MicrosoftTeams or Slack so the engagement is quick and satis-
fyingratherthanfrustratingandeye-rolling.
Processes: The steps that we take throughout the negotiation
andsignedofferletterprocessarecriticaltosecuringhigh-impact
talent. To ensure less candidates slip through the cracks and
acceptcompetingoffers,wecanworktoreducethetimeittakesto
completetheapprovalsprocessforofferletteramendments.Con-
sistentlyexecutedprocessescanalsohelpwitheliminatingsome
of theunconsciousbiasesorpreferential treatment,whichoften
plaguehiring.Thisresultsinbiggeroutcomeslikeamorediverse
workforceandgettingthebestcandidatesfortherole.
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Every process in the employee experience tower can be broken
down into these three component parts. By thinking through
processesinthisway,weoftenfindautomationopportunitieshiding
inplainsight.

Below is the process hierarchy view of the employee experience
towerofautomation.Thereareseveralhigh-impactandfar-reaching
processes.Thiscombinationofhighbusinessvalueandhighvisibility
makes the employee experience space a great source of use cases,
whichcanbeusedtohelpyoudemonstratethevalueofautomation.

Let’stakeacloserlookatafewexamplesfromthistower.

Automation Use Case: New Employee 
Onboarding
Startinganewjoboffontherightfootisanimportantingredientfor
a quality employee experience. New employees are eager to hit the
groundrunningandmakeanimpact.Equippingthemfromdayone
withthetoolstheyneedistheleastwecando.Itgoesalongwayin
settingthemupforsuccess,reducingchurn,andcultivatingthedesired
workculture.

Formanycompanies,newemployeeonboardingisdonebyahand-
fulofemployeeseachweek.ThesemiconductorcompanyBroadcom,
on theotherhand,onboards thousandsofemployeesatonce.Since
thecompanyoperatesbymergersandacquisitions,attimestheyneed
tofindways toonboardup to15,000 newhires inamatterofdays.
Gettingthatmanynewhiresupandreadytoworkwithprovisioned
laptops,applicenses,andsinglesign-onisnoeasyfeat.

Althoughnoteveryfirmhas the samekindofmassonboarding
needs,everyonecanlearnfromtheprocessthatBroadcomhasrefined
overtheyears.Thecompanyhasgraduatedfromcumbersomespread-
sheetstoafullyautomatedapproach.Theycanoperateatscale.
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It all starts with a business event, or trigger.The importance of
thiselementintheprocesscannotbeunderstated.Someautomation
approaches use listeners, which check for certain characteristics on
a regular interval.Othersaremanually triggered,withanextrastep
added to the process for a person to turn on a bot or other process.
ForBroadcom,theactionsequenceissetoffimmediatelyviaAPIonce
anewemployeerecordiscreatedinWorkday.Theprovisioningthat
followshappenswithinminutes.SinceBroadcomisdealingwiththou-
sandsofrecordsatonetime,extrasteps,especiallymanualsteps,are
outofthequestion.

HR either uploads a large spreadsheet of names or enters them
one by one. From there, a new account is created in the identity
managementplatformOktaforsinglesign-on.Whilethisprocesshap-
pensassoonastheemployeedataisenteredinWorkday,theaccessin
Oktaisautomaticallyrestricteduntilsevendaysbeforethestartdate.
This allows the team to work ahead as much as they need without
concernthatnewemployeesarereceivingaccesstoinformationinap-
propriatelyearly.Sometimes,newhiresdon’tendupcomingonboard,
andnamesthatHRhadoriginallyprovidedarenolongerneeded.

The team built alternate paths into the process automation to
accommodatefortheseinstancesaswell:

•  Rescind/no- show:ifanofferispulledbackorsomeonedoesn’t
showupforwork,theyneedtobeabletoundoalltheaccesspro-
visioninginshortorder;

•  Rehires: resurfacing old employee records for returning
employees;

•  VIP:white-gloveprocessesforexecutive-levelemployeesorother
high-touchhires.

Once a new hire is within the seven-day window of joining the
company,thebasicnecessitiesrequiredforeveryemployeearesetup.
These include an active directory login, Google Workspace, Webex,
Box, office softphone login, and support access. In addition, a new
laptopisautomaticallyorderedandeithershippedtotheirlocaloffice
ortheirhomedependingoniftheyarearemoteemployeeorin-office
hire.Atthispointintheprocess,theirmanagerisnotified,butnothing
issentouttothenewemployee.
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Sincemanagersareleftwiththediscretiontodeterminetheexact
start time, they are given the option to finally turn on a new hire’s
access.The manager sees none of the orchestration that is happen-
ingbehindthescenes—alltheyseeisasimpleportalwiththeirnew
employee’snameandafewdropdownsandbuttons.Theformincludes
inputsforspecialrequirements,suchasrole-specificsoftwareapplica-
tionsoradditionalhardware.Oncethemanagerapprovesbytapping
the“provision”buttononthescreen,awelcomeemailisautomatically
senttothenewhire’spersonalemailwithinstructionsforhowtolog
onandbegintheirjourney.

In the average company, it is a common experience for new
employees to feel dazed and confused in the first two weeks. Typi-
cally, ITwillprovisionthemaccess totheverybasics,suchasemail
and other workspace necessities. But gaining access to specialized
appsrequiresemailsfrommanagerstooperationscolleaguesinother
departments,whichcantakeseveraldaystogetsortedout.Sometimes
apps are forgotten and are only noticed later. The inefficiencies in
onboardingaresocommonwedon’t realizehowmuch lostproduc-
tivityitreallycreates.

Broadcom doesn’t have these problems. New employees experi-
enceaseamlessandspeedyonboardingexperiencethatispoweredby
automation.Withoutdelay,theycanfocusontheirmissionfromday
one.Atscale,whenthecompanyonboardsthousandsofemployeesat
onetime,thatgaininproductivityissubstantial.

SinceBroadcomoperateschipfabricationandR&Dthatrequires
in-personwork,theyhadtosendthousandsofemployeesbacktothe
officesintheheightofthepandemicin2020.Havingthisfoundation
ofautomationallowedtheteamtoeasilypurchase,provision,andship
over11,000iPhoneswithcustomcontacttracingsoftwaretokeeptheir
employeessafe.Withoutautomation,CTOAndyNallappanpointsout
thatthecompanywouldhavesuffered.“Thepurposeofautomationis
morethancostsavings,morethanscaling,itisjusttokeepthebusiness
running.Ifwedidnothavethatautomationwhenthepandemichit,
wewouldhavesuffered.Itwouldhaveimpactedourcustomers.”

Broadcom is now averaging 30+ new automation additions per
quarter,whichequatesto105,000 jobsrunpermonthand6,500hours
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savedpermonth.Complaintsdroppedfromoneeverysingledaytojust
aboutzero.Newemployeesaremoreproductiveandfasterthanever.

Positive initial experiences such as the one Broadcom created
can help set the trajectory for the rest of someone’s career with the
company.Thesekindsofautomatedprocessesthatmaketheemployees
feel welcomed, accommodated, and empowered create a culture of
performancethatimpactseveryfacetofthecompany.

Automation Use Case: Overcoming 
Context Shifting Fatigue
Thisshowcasefocusesonaleaderinthedatacenteranddigitalinfra-
structure space who we will call ConnectCo. Like many companies,
ConnectCo recognized that the employee experience in daily opera-
tionscouldbegreatlyimprovedbyreducingtheirteam’sinvolvement
inlow-valueandrepetitiveactivities.

ConnectCo saw opportunities for reducing manual effort in
processessuchas:

•  Performingbackgroundchecksintheonboardingprocess;
•  Ensuring employee compliance with post-pandemic, return-to-

workprotocols.

Savinghoursintheworkdaybyautomatingthesemanualprocesses
isgreat,buttheywantedtotakeautomationbeyondsimpleefficiency
gainsbyautomatingrule-basedprocesses.

The head of product management for data & analytics at Con-
nectCo knew of several examples of hard tasks that were crushing
employee morale.The problem was that these were not just simple
dataentrytasks,theywerehigher-orderfunctionsthatinvolvedanal-
ysis and decision-making. This challenge was not for the faint of
heart—yettheexecutivewantedtoseehowfarautomationcouldgo.

ThefirstprojectConnectCofocusedonwasserviceticketautoma-
tion.Theyreceiveanaverageof30,000serviceemailsaday.Eachof
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theseemailscouldrequiretheassistanceofadifferentteamandthere-
fore need to be triaged for the type of work that is being requested
andforpriorityhandling.Multiple teammembers, therefore,hadto
readeachemailasitcameinandcreatethecorrespondingworkorder
withthecorrectpriorityandteamassignment.Thiswasahighlyrepet-
itivetaskthatwasnotonlyusinguppreciousemployeetimebutwas
alsoleavingemployeesexhaustedandunsatisfiedwiththeirjobs.High
turnoverinthesekindsofrolescanbeanoften-underestimatedcostof
pooremployeeexperience.

Ratherthanrelyingonhumananalysisandroutingofeachrequest,
ConnectCo leveragedmachine learningmodels tocatalogor tag the
typeofworkbeingrequested,thepriority,andthenameoftheinternal
teamwhoneededtohandlethistypeofrequest.Theautomationwas
asfollows:

•  Executeimmediatelywhenanewemailwasreceivedtothecus-
tomersupportmailbox;

•  LookupthecustomerrecordfromtheCRMusingthedomainof
thesender’semail;

•  Send the text from the body of the email to the machine
learningmodels;

•  Retrieve the classifications (work type and priority) from the
machinelearningmodel;

•  If the confidence rating of the machine learning models is
high,createaworkorder in theservicemanagementsystem. If
confidenceisnothigh,routetherequestformanualclassification
bytheteam.

Any requests that required manual routing to the team for
classification were automatically “learned” by the machine learning
models. This means that over time, the accuracy of the models
continuedtoimprove,andalargerportionoftherequestswerefully
automated.

Withtheteamabletomoveawayfromthehighlyrepetitivenature
ofthisworkandinsteadonlyhandleoccasionalexceptions,theywere
abletotakeonnewandmeaningfulprojects.
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The next automation they investigated was even more inter-
esting.ConnectComanagesdatacentersallovertheworld,andtheir
enterprisecustomersoftencomeon-site to install theirownservers.
Sometimes,thesecustomerswillleaveboxesorotherpackagingonthe
datacenterfloor.Thismayseemminor,butinadatacenterrunning
mission-critical servers thiscanposeasecurity risk, safetyrisk,and
mostimportantly,afirerisk.Historically,thesurveillancecamerasact
astheconduitthroughwhichanemployeeofConnectComonitorsthe
customersandiftheyidentifydebrisleftbehind,theyarerequiredto
notifytheoffendersandaskthattheyremovematerials.

Youmaywonderwhatthisautomationhastodowithemployee
experience.Thefactisthatemployeeswhoareconstantlyputinthe
positionofhavingtobethe“badguy”experiencesignificantlymore
stress and are generally unhappier in their roles. System generated
messages sent throughautomationscanoftenoffload these typesof
activitiesviewedasnegativesocialinteractionsoffstaff.Thisultimately
removesthesocialembarrassmentfromthescenarioandimprovesthe
experienceofboththeemployeeandthecustomer.

ConnectCodidexactlythis.Theyleveragedautomatedimageanal-
ysisof thesecurity feedstotriggeraworkflow.Theautomationfirst
notifiedthecustomerthattheyhadleftdebrisonthefloorsothatif
itwasasimplemistake, theycouldsimply turnaroundandclean it
up.Ifthecustomerchosetoignorethenotification,afterasetperiod,
theautomationwouldautomaticallyaddaline-itemforthe“clean-up
charge”tothecustomer’snextinvoice.Thesecurityguardsnolonger
feltlikenaggingparentsconstantlyhavingtotelltheirchildrentoclean
their rooms. As a result, job satisfaction increased. The customers
didn’t experience the embarrassment of a person pointing out their
mistakes and instead received a simple system notification thereby
removingthepersonalnatureoftheinteraction(inagoodway).

The automations ConnectCo created confirm what we already
know about the value of relieving employees of mindless, manual
tasks.Theyalsorevealthatthesamebenefitsexistwhenautomating
more complex tasks. These benefits include freeing time for other
activities,offloadingjobsthatnobodywantstodo,increasingemployee
retention,andcreatingfasterandbetteroutcomesforcustomersand
coworkers.
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Automation Use Case: Onboarding 
in the Gig Economy
Multinationalorganizationshavea largeworkforceandmanyoffice
locations, and some of their most critical workflows/functions are
happening in the human resources (HR) department. This includes
elementssuchaspayroll,employeeonboardingincludingcontractors,
and resource planning that touches critical aspects of the employee
experience.

Aglobalride-hailingcompanywasnodifferent.Theonboarding
ofthenewdriversonitsglobaltransportationmanagementplatform
requiredtime-consumingmanualdatainputacrossfourdifferentsys-
tems,whichcreatedinconsistenciesandposedahugeproblemforthe
company’sabilitytoscale.Thiswascreatingmajorroadblockstothe
enterprise’sdesiretodriveglobalexpansion.Thecompanyunderstood
the value of relieving employees of mindless, manual tasks—saving
time,reducingcosts,andoptimizingworkflows.Theyalsosawitwas
fundamentallyimpedingtheirabilitytogrowrevenue.

However,thecompanynotonlyhadthesebusinessproblems,but
theywerealsofacingunderlyingtechnicalproblemswiththeirdata.
Thedrivedatawasspreadacrossspreadsheetsandmultipleback-end
systems,whichcreatedanightmarewhentryingtogaininsightsfrom
theirdriverdata.Driverswerethebackboneofthecompany’srevenue
stream,andthereforetheyneededhigh-qualitydatainordertobeable
to identify potential problems and course-correct quickly. Thus, the
companycentralizeddriveronboardingusingSalesforceasthesystem
ofrecord.Theyleveragedalow-codeenterpriseautomationplatform
toquicklysynchronizedatatotheremainingsystemsandfurtherauto-
matetheend-to-enddriveronboardingprocess.Withinthefollowing
year,thecompanyrecruitedabout6,000drivers.Automationreduced
the manual effort associated with onboarding drivers by 97% or the
equivalentof160.5 workingdaysperyear.Moreover,thisreductionin
effortvirtuallyeliminatedtheirbacklog.Nomoredelaysinactivating
drivers.Theteamcouldnowonboardsignificantlymoredrivers,and
thecompanycouldaggressivelyscaleitsbusiness.
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The impact of this automation affected multiple parts of the
employeeexperience.Thebandwidththattheteamgotbackallowed
themtofocusonsolvingdrivers’problemsandservicingtheirrequests
faster,thusgreatlyimprovingthedrivers’experiencewiththecompany.

Thecompanyreplicatedtheoverallsuccessofthedriveronboard-
ingautomationforthebiggerandmorecomplexusecaseofonboard-
ing end customers. With operations streamlined and an amazing
employeeexperience,theyarenowpursuingasuccessfullaunchinto
newglobalmarkets.

Innovative Automations in Employee Experience

ItissoeasytofocusontheessentialsinourHRandpeopleorgs—somanyof
ourprocessesarefundamentaltokeepingthecompanyrunningandthedoors
open.Butoften,littleideasaboutculturecomefromthemostunlikelyplaces,
andtheseendupdefiningourcompanyinthemindsofouremployees.While
thefundamentalprocessescansometimesbeoverlookedastablestakes,these
magicaltouchesarewhatmakethedifference.

•  Automating gift delivery for milestones:Onecompanysetupintegra-
tionswithgiftvendorSnappyGifts toautomaticallysendagift toevery
employee on important milestones including birthdays, work anniver-
saries,andfamilyadditions.If,forexample,anemployeewasmarkedto
beplanningparentalleaveforthefirsttimeinacalendaryear,theywould
receiveanappropriatelypricedthoughtful listofgiftoptions.Toensure
the gift-giving did not feel impersonal, the team also automated notifi-
cations toeachemployee’smanager to remind themtowish their team
memberwellandofferthattheyrelaxontheirbirthdaysandotherspecial
occasions.

•  Matching employees with volunteering opportunities:TheAtlassian
Foundationhadalargelistofvolunteeringopportunitiesthatneededhelp
fromvolunteers.Theywereseeingthatmostcompanyemployeeswerewil-
lingandevenenthusiasticabouttakingtimeofftogiveback,butvolunteer
opportunitieswerestillvacant.Thecompanybuiltoutasurveytocapture
dataonvolunteersaroundthecompany,theiravailability,andtheirskill
sets.Theythenautomatedthematchingprocess,tofindalistofavailable,
willingvolunteersforeachopportunitythefoundationhadcataloged.The
resultwasthousandsofmorevolunteerscouldnowcontributeinamean-
ingfulway.Notonlydidthisimproveemployeemoraleandraisetheirper-
ceptionofthecompany,butitalsomadearealdifferenceinaccomplishing
somethingmeaningfulintheworld.

(continued)
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The Future of Work
Whatdoesthefutureofofficeworklooklike?Ifwepeerintothecrystal
ball,theimageisunclear.Whetherwewillbeinoffices,workingfrom
home,orworkingfromcoworkingspaceshasyettobeseen.Coming
offthepandemic,thefutureoftheofficeisuncertainatbest.

Butsomethingsareclear.Thefutureofworkwillinvolvedozens
ofsoftwareapplicationsforeachemployee.Thatlistisonlygoingto
grow.Aswecraftmoreintentionalwaysofworkingwiththedozensof
applicationsthatourpeopleinteractwitheveryday,theywillbeginto
findmoresatisfactionintheirwork.Aswediscussedearlier,context
switchinghasachillingeffectonourproductivity.Whileappstacks
continuetogrow,wehaveanobligationtofindwaystocutbackon

•  Facilitating  new  employee  mentorship: New and even seasoned
employeesareoftenlookingformentorstolearnfrom.Thiscompanybuilt
amentor-bottomatchemployeeswhowerewillingandskilledenoughto
mentornewemployeeswiththosewhowantedmentorship.Thisincluded
newemployeesintheirfirst90 daysasasortofbuddyprogram,anditalso
extended toexistingemployees.ASlackbot servedasamechanism for
employeestorequestmentorsandtosendremindersthroughoutthenew
employeejourneytoensurethementor:
•• Remembered to schedule regular one-on-one meetings with the new

hires;
•• Coveredcoretopicsthatthecompanywantedeveryemployeetohear

about;
•• Introducedtheteammembertootherkeypeopleinthecompany.

•  Automated learning and development:Machinelearningalgorithms
can analyze employee data to shape personalized training paths. For
example,salesrepsareoneofthemostmeasuredrolesinthecompany—
thisprovidesfertilegroundfortyingtrainingtorealbehavior.Forinstance,
ifasalesrephasconsistentlyshortsalescalls,generativeAIcanassemble
a learningpath for them in thecompany trainingplatform,or if a cus-
tomersuccessmanagerisreceivingbelow-averageNPSfeedbackfromcus-
tomers,theycanbedirectedtoatrainingpathspecifictocustomerservice.
Thesecan improveemployeeskills inareaswhere theymostneedhelp
andultimatelydrivegreaterjobsatisfaction.

(continued)
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thedailycontextshiftingemployeesdo.Notonlywillitimprovetheir
experience,butitwillalsoimprovetheoutcomesforthecompany.

Outsideofalltheprocessesandautomationsthatwecouldunder-
taketoimprovetheemployeeexperiencedirectly,theveryactofimple-
mentingthenewautomationmindsetinourcompanieswillmakeour
peoplehappier.Democratization,asanexample,hasanamazingeffect
ontheteammoraleandthecreativityandjoytheybringtotheirwork.
Givingteamsthelibertytochangeandimprovethewaytheygetwork
donecanleadtosignificantlyhigherjobsatisfaction.
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CHAPTER 12

The Customer 
Experience

“Even when they don’t yet know it, customers want something 
better, and your desire to delight customers will drive you to invent 
on their behalf.”

—JeffBezos

Weallsaycustomersareourtoppriority.Itisaclaimevery
onecanagreeon.Afterall,thecustomerexperienceleaves
alastingimpression.It isthedifferencebetweenwhether

peoplebecomepromotersordetractorsofourbrands.Thewaycom
panies thinkaboutcustomerexperience iskey tohowthecustomer
journeyplaysout.Thus,creatingandobsessingoveragreatcustomer
experienceisasmartapproach.

Ithasbeensaidthatthecompaniesthatcandrivethebestcus
tomer satisfaction will be the ones that end up on top. Yet, in 2022,
Gartner published research that found most customer experience
programs are not delivering on the promise of improving differen
tiation or helping brands compete.1 The reality is, most CX (cus
tomer experience) programs are mired in metric optimiza
tion and may have lost sight of the real goal, which is crafting
moments that matter between people. A recent Deloitte article,
titled “Customer Experience Is Dead,” observed: “It sounds so
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obvious, yet somewhere amidst the myriad of changing business
models,commercialrhetoric,andfastpacedtechnology,thecustomer
becamejustanotherterm—faceless,namelessandlesshuman.”2

Beingatrustedpartnertoourcustomersiseasytosaybutmuch
harder todo.Because somanycustomer interactionshappen in the
digitalspace,customerexpectationshaveshiftedtomatch.Thismeans
that customers want their experiences to be faster, selfservice, app
driven,andmore.Ontheotherhand,theydon’twanttheimpersonalor
restrictiveexperiencesthatareoverautomatedandimpersonal.Have
youeverphonedacustomerservicelinewithaspecificquestionand
themenuofchoicesyouarepresentedwithdoesnotincludeanything
relatedtowhatyouneed?Yourimmediatethoughtis:“Seriously,just
letmetalktoaperson.”Customerswantingdigitalexperiencesdoes
notmeantheywantexperienceswithallpeopleremoved.Thereare
timeswhenweallprefertospeaktoahumanratherthanamachine.
Brandsthatdon’thavethisbalanceriskcausinglongtermdamage.

It’sincredibletothinkabouthowfarCXhascome.We’veallexpe
riencedtheAmazoneffect,whereweallwantthingsfaster.Shipments
insixtoeightweeksusedtobenormalforitemsorderedonline.People
went from expecting shipments in months, to weeks, to days, and
now hours. As comedian Ronny Chieng states: “No item too trivial,
no quantity too small, to be handdelivered into your home like an
emperor.Anythingintheworldthatcomestoyourmind. . .PrimeNow
[is]twohourdelivery . . . Howmuchfurthercanwegoasacivilization?
Howmuchmoreconveniencecanweget? . . . Let’sget‘Primebefore.’
SendittomebeforeIwantit. . . . Useartificialintelligencetosubstitute
myownintelligencetosendmewhatIwantbeforeIknowIwantit.”3

Ronnie’s idea of “Prime before” isn’t that farfetched. AI and
machinelearningaremoreaccessiblethanever.Customersarebecom
ingincreasinglyinterestedincreativeusesofAItechnologytoauto
materecurringpurchases,personalizeoffers,andmore.Anticipating
whatyourcustomersmightwantisbynomeansoutofreach—itishere
today.WenowhaveservicessuchasStitchfix,whichchoosesclothes
for us before we know we want them, and TikTok, which chooses
videosforusbeforeweknowwewantthembasedonanalgorithm.
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With markets becoming increasingly winnertakeall, the cus
tomer experience is one of the primary battlefields of competitive
differentiation.

Design CX Automations with 
People in Mind
Customerworkhappensatthelevelofindividualcustomerrelation
ships.Inchoosingwhattoautomateandhow,wemustkeepthepeople
thatmatter,customersandemployees,atthecoreoftheautomation
design.It’scriticalthatautomationsoperatebasedonhowcustomers
andemployeeswantto interact. Ifweunderstandhowtheywantto
interact,wecandesignautomationsthatbestalignwiththoseneeds
andinawayyourorganizationcansupport.

Thecustomerexperiencetowerofautomationismadeupofthekey
touchpointsbetweenorganizationsandtheircustomers.Thisincludes
customerservicefunctions,managingcustomerdata,marketing,and
commerce. As with all of our towers of automation, this represents
asubsetofcustomerrelatedfunctionsandtouchpointsbutisagreat
startingpointforthinkingthroughyourCXautomations.

Automation Use Case: Customer Portal
Ifyouhaveasimpleproduct,gettingallyouremployeesuptospeed
isasimplematteroftrainingthemonthemessage.Thechallengeis,
mostcompaniesdonothaveasimpleproduct.Mostcompanieshave
complexproducts,or in thecaseof largermultinationalcompanies,
hundredsorthousandsofproducts.

The complexity of product lines grows when you consider com
panieswhosebusinessmodelinvolvesgrowthbyacquisition.Ifsales
teams are constantly having to learn and understand new product
lines,supplyingtherightdatatocustomerscanbeachallenge.
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Dataabouttheproductorserviceiscrucialtothecustomerexperi
ence.Nomatterwhereacustomerisintheirbuyingjourney,accurate
productdataisimportanttotheirdecision.Someoneintheawareness
stage might wonder if the dimensions of the widget fit their space.
Someone in the consideration stage may wonder about processing
speedbenchmarkstohelpmaketheirbusinesscase.

For this example, we will be sharing the experiences of a large,
globalcompanywhosuppliesmanyoftheworld’sfoodprocessorswith
machinery.Inalarge,complexorganizationlikethis,masterproduct
datacan live inmultiple sources. In their case, itwas spreadacross
dozensofsystems.

Throughout thevariousstagesofproductdesign, thedataabout
theproducts lived invariouscomputeraideddesign (CAD), simula
tion, and software development systems.The list of these tools was
alreadyenoughtomakeanyone’sheadspin.Toaddtothecomplexity,
the solutions are customfit to customer requirements—because we
aretalkingaboutmachinerythatislargeenoughtofillrooms.There
fore, configuration files and customer dimensions are also stored in
different custom software. On top of this, the assembly instructions
for when the machinery was delivered lives in yet another software
application.

Only once these custom elements are completed does the data
becomerelevanttotheapplicationstackmostofusarefamiliarwith.
But the vendor in question is operated by acquisition, and so they
worked with multiple ERPs, CRMs, and service management tools
acrossdivisions.

Thecompanyenvisioneda“producthighway”thatwouldcapture
thedataasitmovedthroughtheproductlifecycle,endinginafinal
datarecordthatcouldliveinamasterdatahub.Theendgoalwasto
haveamasterproductrecordforeachproductthatcontainedallthe
data.Iftheycouldbuildthiskindofrecord,theycouldcreateacentral
datahubthatcontainedeverything.AndonceanAPIlayerwascon
structedaroundthemasterdatahub,itcouldkeepallofthedisparate
ERP,CRM,andothersystemsuptodate.
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Perhaps more importantly, from this master data hub, the
company could create a customer portal. That single touchpoint—a
simpleportal—wasthemostimportantelementoftheirsalesprocess.
Behindtheportal,anenormouslycomplexmixoftoolsanddatabases
needed to be stitched together. But there was no reason a customer
neededtoknowanyofthiscomplexityexisted.Alltheycareaboutis
accessingthedatatheyneedtomakedecisionsaboutbuyingnewfood
processingproducts.

In this case,a fullyautomatedexperiencemade themost sense.
Havingacustomerspeaktoarepresentative—whowouldhavetogo
huntingaround thedozensof toolswithdata spreadall around the
company,onlytoprovidepotentiallyinaccurateinformation—wasnot
a viable approach. Additionally, in this industry buyers likely don’t
wanttohavetocallintosalestofindoutmundaneproductdetails.

Theproducthubwasahit.Customerengagementwasupsignifi
cantly.Theportalprovidedcustomerswiththeabilitytolookupand
ultimatelyreceivenewproductparts faster,keepingtheiroperations
runningsmoothly.Itwasalsoacompetitivedifferentiatorasotherfood
equipmentmanufacturerswerenotprovidingthiskindofinformation
richselfserviceexperience.Thelikelihoodofacustomermovingtoa
competitorfortheirequipmentwasnowalmostnonexistent.

Eventhoughtheprojectwasundertakentoimprovethecustomer
experience, it ended up elevating the entire company. Now, people
from product managers to engineering to design can rely on con
sistent,qualitydatanomatterwhere they look.Withamasterdata
hub, the entire organization benefits from data accuracy—and the
potential exists for the customer experience to be elevated in more
waysthanone.
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Automation Use Case: Frictionless 
Customer Check- in
For a leading car rental company, a seamless customer experi
ence was an integral part of the growth journey. Reducing friction
was the foundation for a better customer experience. However, the
realitywasverydifferent.Thecustomersusuallybookedtherentals
through thirdparty providers who fail to pass along relevant pre
rentalinformation,sothecompanyhadtoduplicaterequeststocus
tomers.Asaresult,customerstypicallyhadtowaituptoanhourat
thecounterforcheckin.

The company wanted to expedite the car rental process by cap
turingprerentalinformationaheadoftime(viaemailandSMS),thus
creatingabetteremployeeexperiencebystreamliningcomplexityof
backend processes between disparate systems such as ERP, CRM,
businessanalytics,andthecustomerserviceticketingsystem.

Thesolutionwastouseautomationtostreamlinetheendtoend
customer experience without interruption. It removed the noise
in the process altogether, resulting in significant time saved for the
customerandtheir team.Customerretention increased.Employees
gainedlatitudetofocusondeliveringgreatservice,notjustcollecting
information. This helped enhance the overall customer experience
witha touchlesscheckin,reducingthewait timefromonehourto
onlyseconds.
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Innovative Automations Throughout the  
Customer Journey

Thecustomerjourneyissubjecttoconstantoptimizationineverycompany.For
thatreason,everystageofthecustomerjourneycanbeimprovedwithautoma
tion.Let’slookateachone.

Awareness stage:Fromthetimesomeonevisitsyourwebsite,thereare
manywaystooptimizetheexperienceofpotentialcustomers.Forexample,a
wellplanned website with content that speaks to potential buyers (which is
criticalforproductsthatinvolvelongsalescycles)thatblendswitheasytouse
chatbotscanhelppinpointtheneedsofyouraudience.Marketingautomation
canhelpnurturetheseleadsovertimebysystematicallylinkingtheuserswith
specificownersorcontentintheorganizationthatcanthendrivepersonalized
communicationandgetthebrandfirmlyentrenchedinthecustomer’smind.
Someotherautomationsmightinclude:

• Dynamic content: Dynamic web content to adapt to the interests and
needsofyourcustomers.Wecan’talwayshaveagenericsetofwebcontent
thatappealstoeveryperson.Tailoringyourwebsitetodynamicallyadjust
and surface content or ideas based on the individual can drastically
improvetheirexperience.

• Self- service:Selfservicemechanismstoschedulefollowupcalls,demos,
orinformationsessions.Fillingoutformsandsendingthemintoablack
holeisnotagreatfeeling.Beingabletotakeimmediateactiontoschedule
anextstepisamuchbetterexperience.

Consideration stage:Whensomeonemoves to theconsiderationstage,
their needs usually become clearer. Thanks to analysis of communications
senttothecustomerandtheirinteractions(includingemailsopened,linkson
thewebsitestudied,etc.),usageoftoolsonthewebsite(calculators/sentiment
polls),andresponsesto“easyanswer”questionsovertime,yourcommunica
tionswiththecustomercanbecomemorespecificandtailoredtotheirneeds.
Themoredatawehave,themorecreativeautomationsbecome.Afewexamples
duringtheconsiderationstage:

• Instant answers: Instant answers for customer questions using tools
suchaschatbotsorautomatedmechanismsforrapidlyconnectingpoten
tialquestionswith therightsubjectmatterexpert internally.Whencus
tomershaveaquestion,theywantanimmediatehighqualityanswer.

• Forming connections: Every customer wants to hear what other cus
tomersaresaying.Leveragingautomationtoconnectcustomerswithprior
customerreviews,casestudies,orevenwiththeabilitytodirectlyspeakto
othercustomerscanrapidlyincreasetheirconfidence.
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Purchase stage: The right automation technology can make the actual
purchaseprocessfrictionlessforthecustomer.Automatingstepssuchasmulti
levelapprovalworkflow,communicatingrolespecificbenefits,andtermsand
conditionsforindividualuserscanbehelpfulforthebuyingorganizations.Here
areafewothersforthepurchasestage:

• Automated promotions:Itisfrustratingtobuysomethingonlytolearn
thatifyouhadenteredacertaincodeorclickedadifferentlink,youcould
havesavedmoney.Automaticallysurfacingpromotionalcodes,offers,or
otherbenefitsincreasescustomertrustandimprovesexperience.

• Redline management:B2Bcompaniesoftenhavetodealwithcontracts,
legalterms,andredlines.Thisprocesscansometimestakemonths.Lever
agingautomationcanfacilitatethereminders,theformalreviewhandoffs
betweenteams,themeetingscheduling,andthefinalsignatures.

• Automated fulfillment: After a purchase, the customer is excited to
gettheirnewproductorservice.Automatingthefulfillmentoftheirpur
chasecanbeachievedthroughinstantnotifications,immediatewelcome
messages/meetings,rapidaccesstotheproduct/service(wherepossible),
andsharingadditionalinformationtohelpthemgetstarted.

Retention and loyalty stages: Acquiring customers is hard work.
Therefore, keeping them is a top priority. Integrating customized communi
cation across various channels for the user can ensure ongoing engagement.
Youcanusethismultichannelcommunicationtooffersneakpeeks intonew
andupcomingoffersortargetspecificcustomerswithoffersthatarerelevant
tothembasedontheirprofiles.Thislevelofpersonalizedengagementallows
youtoboostyourcrosssellingabilityandbuildcustomerloyalty.Somepossible
automations:

• Personalized recommendations:Wecanalertcustomerstonewprod
ucts,services,ormorevaluefromtheirexistingpurchases.Recommenda
tionscancomebasedondatafromthecustomer’spriorinteractionswith
thecompanyandsimplemachinelearningmodels.

• ID struggling customers: Monitoring support request data, customer
communities,returns,supportwebsitevisits,surveyresults,orevensocial
media activity can provide indicators of customers who are not having
goodexperienceswiththecompany.Helpingthesecustomerscanresult
insomeofthemostimpactfulcustomerexperiences.Helpingastruggling
customeratthetimetheyneedhelpthemostcancreatelifelongpromoters
ofyourorganization.

• Automated identification and VIP treatment for loyal and high- 
value customers: Customers know when they are loyal and provide a
companywithsignificantgain.Theyalsowanttoberecognizedforthis.
Automation can help you identify these customers and automatically

(continued)
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The Future of CX
IsautomationthepanaceatoallCXproblems?Absolutelynot!Typi
cally,automationworksbestinscenarioswherebusinessinsightsper
tainingtothecustomerandtheirneedsarewellunderstoodacrossall
departments.Automationsthatbringyourcompany’sdifferentteams,
differentsystems,anddisconnecteddatatogethertoprovidecustomers
what they need and when they need it are often the most effective.
Startingwithyourcustomer’sjourneyandidentifyingwheretheyare
encounteringlessthandesirableexperiencesisusuallyagreatplaceto
start.Iftheyarelookingforfaster,morepersonalized,moremodern,
ormoreconnectedexperiences,automationisoftentheanswer.

injectVIPtreatmentacrosstheirjourney.Thismaybelesswaittimefor
support, automated gifts, personalized thankyou notes, discounts, etc.
Proactively recognizing these customers encourages continued loyalty
andgrowth.

Reputation and advocacy stages:Customerexperiencedefinestheway
customers perceive the organization. A meaningful experience forges loyalty,
cultivatingadvocacyandimprovingbrandreputation.Automationsenablecon
sistentandtimelyomnichannelcommunications,streamliningprocessesthat
havedirectimpactonhowcustomersinteractwithandexperienceyourbrand.
Advocatesareloyalcustomersandrepeatbuyers.Theyholdtheuniqueposition
toamplifyyourbrandreputation,encouragetheirpeerstodrivehigheradop
tion,andemergeasinfluencersinthemarket.Atthisstage,thereareoptions
forcustomerstosharetheirfeedbackwithexternalstakeholders.Someautoma
tionstothinkabout:

• Automated company or product reviews:Streamlinetheprocess for
customerstosharetheir feedbackabouttheproductorcompany.Asan
example,IwouldneverreviewanappinApple’sappstore;however,once
theboxpoppedupintheappandIsimplyhadtoclickastarrating,Iwas
morethanhappytoprovidemyfeedback.Theprocesswassimplifiedand
thereforenowhelpstospreadthewordofthecustomers.

• Automated monitoring of social media to identify promoters and 
detractors of your company, product, or service:Proactivelyengaging
with these people can show that your company hears people’s positive
feedback, concerns, or questions. It can change the perception of the
companyfromanamelessentitytoagroupofpeoplewhocare.

(continued)
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CHAPTER 13

Supplier Operations

“Alone we can do so little; together we can do so much.”

—HelenKeller

Theglobalsupplychainhasexperiencedsomeofthemostpain-
fulsystemshocksinrecentbusinesshistory.Weallremember
seeingemptydepartmentstoreshelvesastheCOVID-19pan-

demicsetin.Andthesupplychainseemstohavestruggledtorecover
ever since. Workers have been demanding higher wages and better
workingconditions.Overwhelmedports,laborshortages,factoryshut-
downs,andemptyretailshelvesareallcommonchallenges.

Asconsumers, theempty shelvesareonly the tipof the iceberg
ofacomplex,difficult-to-managesupplychain.Nearlyeverycompany
hastoworkwithsuppliers.Companiesmaybesourcingrawmaterials
for manufacturing, leveraging external service providers, or relying
onpartnerstosupportotherpartsoftheirbusiness.Theinteractions
betweenacompanyanditssuppliers/partnersareripeopportunities
forautomation.

The supplier and operations efficiency tower encompasses pro-
curement,logistics,materialmanagement,andmanufacturing.What
these processes look like varies greatly from industry to industry.
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However, in most organizations the key functional areas can be
groupedasfollows:

•  Suppliermanagementinformation;
•  Procurementandpayments;
•  Manufacturing,inventory,andmaterialmanagement;
•  Returnsmanagement;
•  Supplychainandlogistics.

Thepandemicdrovelargeswathsofthesupplychaintomodernize
anddigitize.Weareseeingcontinuouschangeinbusinessoperating
models,geopolitics,andregionalregulations.Businessconditionsare
alsofluctuatingwithsupplychaindisruptionsandnewplayersenter-
ingthemarket.Thisvolatileenvironmentresultsintheneedforenter-
prises to evolve their business process and constantly adapt to new
trendstogainandretainacompetitiveedge.

OneexampleofarecenttransformationistheInternetofThings
(IoT) and connected devices. Many major shipping companies are
beginningtooverhaultheirshippingcontainerswithIoTtracking;the
resultisamuchbettersenseofwherecargoisinrealtime.Although
track-and-trace processes used to be laborious and time consuming,
thesemodernizationsarechangingthat.Thereductioninlaborisnot
theonlybenefit: thesenew technologiesalsoproducedan immense
amountofdataaboutthemovementofcargo.Inthefuture,thisdata
canbeusedtocreateanevenmoreefficientandenvironmentallysus-
tainablesupplychain.

Withincreasedfocusonagilityandresponsiveness,manyleading
companies are looking to run their businesses on cloud-based apps
and technologies. While switching to the cloud in itself isn’t a bad
thing,manycompanieshavebeenleftwithmanyunintegratedpoint
solutionstomanagesupplierdata.Thisfragmentationofinternaltools
combinedwiththeincreasingneedtohavesuppliersdirectlytiedinto
coreprocesseshasresultedinincreasedinvestmentinautomationin
thisspace.InarecentsurveyconductedbyHarvard Business Review,
companies plan to accelerate automation adoption in supplier and
operationsprocessesinthenexttwoyears.1
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•  43%willdigitizemoresupplierinformation;
•  37%willexpanddataanalysiscapabilitiesoftheirsupplierbase;
•  35% will introduce technologies to improve collaboration with

internalprocurementstakeholders;
•  33% will introduce technologies to improve collaboration with

suppliers.

Supply Chain Process Automation 
Opportunities
Everysupplychainhastwoflows—goodsandmaterialsflowinone
directionanddata,andinformationflowbackintheotherdirection.
Asgoodsaresent fromthesender to thereceiver, information from
eachstepalongthejourneyisrelayedbacktothesender.

Typicalchallengesthatneedtobeaddressedinthesupplychainare:

•  Real-timeend-to-endsupplychainvisibility;
•  Riskmanagementofthesupplychain;
•  Removalofinaccuratedataandreporting;
•  Integrationofdisjointedsystemsandprocesses.

Typical processes that are part of this supplier operations tower
includeordertocash,procuretopay,sourcetocontract,plantoprod-
uct, and more. All these challenges and all of these processes have
opportunities to apply automation to significantly streamline opera-
tions.Let’stalkthroughafewexamples.

Automation Use Case: Seamless,  
Self- service Returns
Today,anenormouspartofthecustomerexperiencerevolvesaround
a quality e-commerce experience. As Amazon continues to set the
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standardforcustomerexpectationsinthisarea,otherbrandsareneed-
ingtokeepupandfindcreativewaystodifferentiate.Customerswant
toreceivetheirpurchasesquicklyandexpectqualitysupportandpain-
freereturnsprocesses.

Companies have many choices when it comes to platforms for
payments, listings, storefronts, returns,andotherkeyprocesses.But
inmanycases,e-commercebusinessgrowsovertime,andtheappsa
companychoseearlyintheprocessarenolongersuitedforthescaleat
whichthecompanyisoperating.

One of the world’s largest direct-to-consumer computer periph-
eralsbrandsfoundthemselvesinsuchasituationwhentheyrealized
that their return process was in bad shape. The company sold key-
boards,mice,webcams,andothercomputeraccessoriestoconsumers
andbusinessesallovertheworld.Customersweregrowingfrustrated
with the hoops that they had to jump through. Phoning a service
requestlinewithlongwaitsandfrustratingpromptsdidnotstartthe
engagementwell.Thisproblematicexperienceonlycontinuedforthe
customerastheywentontotalktoanemployeewhowasstrugglingto
navigateapoorlydesignedRMA(returnmerchandiseauthorization)
solutionthathadbeenbuiltmanyyearsago.

Unlike the food-processing company in the previous chapter,
thisvendordidnothavehundredsofproductsthatwereindividually
complex.Rather,theyhadthousandsofproducts,eachofwhichwas
relativelysimple.Theproblem,however,wasverysimilar—disparate
databases,largeamountsofdatarecords,andahighrateofdataevo-
lution in a short amount of time.This resulted in customer returns
getting lost in their enormous collection of apps and databases that
madeuptheirbackend.

Customerswantdigitalexperiences.Theydonotwanttodialan
800  number, wait on hold for a person to come on the line, only to
spend15 minutes trying to list theproductname,dateofpurchase,
serialnumber,transactionID,andmore.Thecompanyneededtogive
the customers what they were expecting, which was an easy-to-use
onlineportalwheretheycouldfiletheirreturninminutes.

Making foundational changes to a critical process such as this
has massive implications for the customer experience. A vendor of
this scale is processing thousands of sales transactions every day.
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Adisruptionofonedayoreventhreedays issomethingthatwould
begintrendingonsocialmedia,makenewsheadlines,and leadtoa
significantrevenueloss.Thestakesarehigh.

TheircurrentRMAsolutionwasbuiltwithcustomcodeinSales-
forceServiceCloud.Theycouldn’tquitedrivethekindofsolutionthat
theyneededwiththistechnology,sotheylookedelsewhere.Zendesk
sounded like a better fit. It aligned well with their RMA goals for
improvedcustomerexperience,anditwasabletohandletheirenor-
mous product inventory. Additionally, they were expecting to save
millionsofdollarsinlicensingfeesasaresultofthechangeinSaaS
providers.

TheyhadtokeepinmindthattheirRMAprocesswasnothandled
solelybyZendesk,itwasspreadacrossmanysystems.Theprocesswas
also backed by some very large data sets. For example, their Oracle
businesssuiteofdatabasescontainednorthofonebillionrecords.

Thesystemssupportingtheirend-to-endRMAprocessincluded:

•  Zendesk:themaine-commerceplatform;
•  Productregistrationmanagement:toolswherecustomerscanreg-

istertheirdevice;
•  RMAmanagement:fortrackingandhandlingcustomerreturns;
•  Servicemanagement:callcentersolutionsandothersforsupport

employees;
•  Productdatabases:richproductdetailsoneverySKU;
•  Oraclee-businesssuite:customerrecords,inventorymanagement;
•  UPS:partnerforlabels,shipping,andtracking;
•  TransferWise:partnerformoneytransfers,quotes,andrefunds.

Many of these solutions were built with custom code from the
groundup,andotherswereheavilycustomizedtofittheuniqueneeds
ofthebusiness.Theredefinitelywouldnotbean“outofthebox”solu-
tiontosolvethiscomplexproblem.
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Theyimplementedanautomationplatformtoorchestratethispro-
cessend-to-end.ThisenabledcustomerstosubmittheirRMArequests
throughthewebsite,andalltherestofthestepswereexecutedauto-
matically.Thisincludedlookinguptheproduct,validatingwarranty,
generatingshippingrequests,trackingstatus,androutingexceptions.

The migration to this new automated solution went off without
ahitch.Whatoriginallywasplannedtotakeninemonthsonlytook
nineweeks. In largepart thiswasbecause thecompanyselectedan
orchestration layer that was low-code, so the ability to democratize
developmentandrapidlyiterateonthesolutionshortenedtheimple-
mentationtimedramatically.
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Butmoreimportantly—therewasnointerruptionforcustomers.
CustomersseamlesslybeganleveragingthenewportalforRMAsand
werenonethewiserthattheprocesswascompletelyoverhauledand
replacedovernight.

Whatcustomersdidnotice,however,was that theRMAprocess
wasnoweasyandsimple.Thosewhowantedtoreturnorexchangea
productcouldsimplysubmitareturnrequestonlinethroughasimple
form.Thereturnshipmentinfoisthenautomaticallyemailedtothem,
andthecustomercansendbackthedefectiveproductandwillreceive
areplacementinthemail.Nophonecalls,nolostrequests,nofrus-
trating waits. The next time one of these customers wants to buy a
keyboardoramouse,theyaremuchmorelikelytobuyonefromthis
manufacturer.Theyknow if somethinggoeswrong, thecompany is
theretohelpwithafrustration-freeexperience.

Automation Use Case: Digital 
Supply Chain
When we think of a supply chain, our minds immediately go to
physical supply chains: freight, shipping containers, trains, and the
movementofgoodsandservices.But today,manycompanies in the
contentbusiness(think:movies,music,andTV)areoperatingdigital
supply chains (DSC). There are many stakeholders to consider in a
content-drivenbusiness,andtheprocessautomationisnotallthatdif-
ferentbetweenthetwo.

AsconsumersofmoviesandTVshows,werarelythinkaboutthe
technicalandprocessworkbehindthescenes.Buttherearemanyele-
mentsthatviewershavenoideaarehappening:digitalrights,royalty
payments,filetransfers,andotherprocesses.Manyofthesehappenbet-
weentwoormoreentities—whethertheyareindividualsorcompanies.
Ateamthatisthinkingaboutadigitalsupplychainmightlookattheir
processwithaperspectiveliketheillustrationonthefollowingpage:
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Whatdoactualdigitalsupplychainslooklike?Theyareextraordi-
narilycomplex,withvariousinternalandexternalprocessesthatexe-
cuteover thecourseofseveralmonths (and insomecasesyears)as
contentmovesfromideathroughtofinalproduct.

Forexample,thefollowingdiagramshowstheproductionprocess
fora largecontentcompany thatmakes featurefilms for streaming,
theater,andTV:

Forthiscompany,theentiresupplychainforanewmoviekicks
off based on a single data point, known as the “first photography
date”—thefirstdatethatthemoviewillbeginfilming.Oncethatdate
isknown,thecompanyknowsthatthemovieisnotjustanidea,butit
isarealproject.

Once the automation initiates, it begins collecting additional
data about the movie such as the release date, plot, actors, director,
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and producers. Much of these early points of communication are
eitherhappeninginacustomexternal-facingportalorviaemail.The
companyhascreatedautomationstoautomaticallyprocessandparse
theseemailstocaptureassetsandotherkeyinformationfromthemes-
sages.Emailisanimperfectmedium,butitisstillmissioncriticalfor
dealingwithexternalstakeholders,especiallysmallersuppliers.

The media content containing the full recording of the movie
typically arrives via an email containing a link to a file-sharing ser-
vice. Most commonly these large media files are hosted in Amazon
S3orstudio-specifictoolssuchasAteliere.Atthispoint,thecontent
companybeginstheirprereleasemanagementprocess.Thisiswhere
the screening copies are made. The movie content is watermarked,
subtitlesareadded,andsoon.Manystepsintheprocessareautomat-
ically sent to third-party suppliers—such as content localization for
differentregionsaroundtheworld.

Several notifications throughout this process are automatically
triggeredfordifferentteamswhoneedtogetinvolvedatjusttheright
timeintheprocess.Forexample:

•  Once the visual assets arrive from the external graphic design
agency,anemailwithlinkstothemarketingvisualsisautomati-
callysenttothemarketingdepartment;

•  Oncethewatermarked,subtitled,andtranslatedcontentarrives,
aninternalmemoautomaticallygoestothedistributionteam;

•  Onceacontractissigned,aninternalnotificationisautomatically
senttothecontractsteam.

Thecompanyhistoricallystruggledwithteamsfailingtodotheir
part in the process because someone forgot to tell them or because
theyhadn’tnoticedthenewmovieintheirsystem.Withnotifications
through their preferred channels and the necessary reminders, this
problemvanished.

Once theprereleaseprocessesarealldone, thecontentneeds to
bedistributedtoconsumers.InthecaseofplayerssuchasDisneyor
Netflix,thedistributionis internal—it landsontheirownstreaming
platforms.Butinthecaseofotherstudios,theyneedtogetthecontent
outusingpartnersallovertheworld.Theystillsellphysicalcopies,so
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contentneedstogotoDVDandBlu-Raymanufacturers.Italsoneeds
togotoTVchannels,movietheaterdistributors,andstreamingplat-
forms.Whyrelyonphonecallsormanualemailswhentheautoma-
tioncanautomaticallysharethecontentandplaceorderswiththese
manufacturersinstantly?

We’veallseenmoviesandshowsdisappearfromstreamingplat-
forms; that isbecauseacontractbetween twocompaniesended.As
astudiomakesmoneyfromthelicensingdeals,theyaremotivatedto
ensure streaming platforms comply with the terms of the deal, and
automationenables themtodo thisquicklyandefficiently. Inorder
todothis,theyneedamechanismtocapturethedataonhowmany
timesthecontentisviewedorplayedandsenditbacktotheirinternal
trackingsystems.Someonecandownloadanduploadthedetailsvia
spreadsheet,butwhenlegalramificationsareinvolvedifastakeholder
isn’tproperlypaid,thiscompanychosetoautomateitentirely.

The automation of this end-to-end digital supply chain process
isonethatwecanalllearnfrom.Surprisingly,mostofthemarenot
automated.Infact,thecompanywearedescribinghereisthefirstin
theworldtofullyautomatethisprocessfromendtoend.Evenifyour
companydoesnothaveadigitalsupplychain,youcanlikelyseecom-
monalitieswithyourownprocessesintheformoftheproblemsthey
faced.What’sstoppingyoufrombecomingthefirstinyourindustryto
automateacoreend-to-endprocess?

Automation Use Case: Robots 
Roaming the Aisles
Shoppersatsomeretailconveniencestoresmightbesurprisedtonotice
thatrobotsareroamingtheaislesalongwiththemastheybrowse.Sev-
eral start-ups and established companies are producing robots that
resemble tall Roombas, specifically designed for stock monitoring.
Using computer vision, these robots roll around the store, confirm
thatpricesarecorrect,seehowmanyitemshavesoldordisappeared,
andreportbacktoacentraldatabase.It’safuturisticnotionthatcan
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allowcompaniestoensureitemsstayinstock,keeptabsonshoplifting
losses,andeliminatepricediscrepancies.Oneinterestingusecaseis
thelastmileofensuringinventoryisactuallyontheshelf.Astoremay
have lotsof inventoryonhand,but that inventorymaybesitting in
boxesinabackstorageroom.Iftheitemisnotontheshelf,itwon’tsell.

It is also a way to ensure that the supply chain keeps up with
demand.Whilehumanworkersmaynotrealizethatanitemisexperi-
encingasurgeindemandormaynotfeelempoweredtoalerttheright
person in the chain of command, a store-strolling bot can instantly
catchdemandsurges.

Once the master database is updated, an API connection to key
suppliers can trigger larger orders for regions that are experiencing
higherneeds.Forexample, ifawinterstormblowsthroughanarea
andhandwarmersandumbrellasaresuddenlyflyingofftheshelves,
the store-roaming robots can ensure that the convenience store can
capitalizeonthesurgeindemandandtakemarketsharefromcompet-
itorswhomayhavebeenslowertoreact.

Itsoundsfuturistic,butmanystoresarealreadypurchasingthese
exactrobots.Badgertechnologies,forexample,afirmownedbyJabil,
israpidlybuildingoutinfrastructureforfirmstocapitalizeonthedata
fromalways-onin-storebots.Theynotethatcompaniescanloseupto
4%oftheirpotentialrevenuefromout-of-stockitems.2

Innovative Automation in Partner and Supplier 
Relationships

How we interact with our partners and suppliers varies greatly for every
company.Themajorprocesseswehavecoveredherearealookatsomeofthe
commonthreadsthatweavethrougheachcompany.Butwewouldberemiss
tonottalkabouttheuniqueideasandsparksofinspirationthatcomefrom
ourpeoplewhoareclosesttotheprocesses.Inmanycases,someofthemost
transformative and differentiating ideas come from automations that step
outsideoftheboundariesofcommonprocesses.

•  Automating partner marketing to drive growth:Onecompanywho
reliedheavilyonpartner/channelsalestodriverevenuewaslookingfor
waystoensuretheirproductsweretopofmindwithpartnersoverother
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The Supply Chain of the Future
Supplychainswillcontinuetobeoverhauledandrebuiltforthefore-
seeablefuture.Companiesareunderpressuretolocalizetheirsupplier
relationshipsinresponsetogeopoliticaluncertaintyanddeglobaliza-
tion.Thiswillresultinevenmorecomplexhybridsupplychains,and
theneedforautomationwillsimplyincrease.

Whileourexperienceofthesupplychainintheearly2020shas
been a painful one, it has resulted in a significant shift and push
for modernization. Today, the technology exists to deliver these
modern automation-powered supply chains—modern automation

vendors.Themarketingteamrealizedthatpartnerswouldengagemore
andpromotethecompany’sproductsmoreofteniftheyweremarketedto
justasoftenasthecompany’scustomers.Therefore,theysetupanauto-
mationtopullpartnercontactsintothemarketingautomationplatform.
Oncethiswasdone,theybegantorealizethattheycouldautomateand
personalize themessages to thepartnersbasedonpartnerperformance
and other data, which was captured in the CRM. Through this simple
automationtheydrovepartnerrevenueupby33%inoneyear.

•  Replacement  sourcing  for  end- of- life  parts: A point-of-sale vendor
noticedthatacreditcardreader,whichtheysourcedfromathird-party
vendor, had a lifespan of about two years. Once it began approaching
end of life, it would begin misreading credit cards requiring a handful
ofswipesbeforethecustomercouldcompleteapurchase.Thankfully,it
wouldproduceareaderroralert,andthecompanycouldusethistotrigger
anewpartorderwiththeirsupplier,followedbyanautomaticUPSlabel
generation toship thepartdirectly to thecustomer.Theendresultwas
thatcustomerswouldreceivereplacementpartsbeforetheyevenrealized
they had a problem (enhancing customer experience), and the supplier
relationship was streamlined in such a way that only the most serious
exceptionsneededtobeaddressedbytheteam.

•  Supply chain route optimization:GenerativeAIcanbegivendataon
supplychainroutesandbeaskedtodeliverusefulinsights.Theseinclude:
analyzing data from suppliers, logistics providers, and other sources to
optimizeshippingroutes,reduceleadtimes,andimproveoverallsupply
chain efficiency. As IoT sweeps supply chain routes and becomes more
common on containers, transportation, and sites, AI algorithms can
help companies optimize inventory management, including forecasting
demand,trackinginventorylevels,andautomaticallyreorderingsupplies.
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tools,AI/MLtechnology,warehouserobotics,andmore.Theingredi-
entsareallthere.Itsimplyneedsachefwiththerightmindset.

From Partnerships to Platforms
Our interactions with partners and suppliers are often simply one
elementofourcompany’sexternalinteractions.Thewayinwhichour
company interacts with customers, partners, suppliers, employees,
regulators,investors,andotherstakeholdersisnotsimplyanopportu-
nityforoptimizationorimprovedexperience.Bringingtherightstake-
holderstogether,providingthemwiththerightinformationattheright
time, or supporting the growth of their businesses are all extremely
high-valueservicesforthesestakeholders.Infact,morethanhalfof
the10 mostvaluablecompaniesintheworldarecompaniesthatderive
asignificantpartoftheirrevenuebydeliveringtheseservices.These
businessesarecalledplatformbusinesses.

Nowthatwehaveconcludedwith the last towerofautomation,
wewantedtotakeadetourintoplatformbusinessesandtheexciting
opportunity for modernization that it presents to all businesses.
The last chapter of this section will look at what makes a platform
businessandhowyourcompanycanleverageautomationtobecome
platformdriven.

Notes
 1. Harvard Business Review Analytic Services, n.d., “Managing Procure-

ment Risk: Enterprise Agility for a Changing World,” last accessed
January10,2023,https://forms.workday.com/en- us/reports/mana 
ging- procurement- risk/form.html?step=step1_default.

 2. Badger Technologies, n.d., “Actionable Data for Retail,” last accessed
January10,2023,https://www.badger- technologies.com/.

https://forms.workday.com/en-us/reports/managing-procurement-risk/form.html?step=step1_default
https://forms.workday.com/en-us/reports/managing-procurement-risk/form.html?step=step1_default
https://www.badger-technologies.com/
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CHAPTER 14

The Platform-Driven  
Business

“Innovation comes from the ability to see the world in new ways, 
to find patterns where others see chaos, and to see opportunity 
where others see threat.”

—RosabethMossKanter

Theconceptofplatformbusinessesbecamepopular in thefirst
fewyearsofthe2020sduetotheoverwhelmingsuccessofseveral
platformbusinessesinashortperiod.In2021,6ofthe10 most

valuablecompaniesintheworldwereconsideredplatformbusinesses.1

Theunfortunatetruthisthattheconceptofa“platformbusiness”
hasbecomesomewhatoverusedandtwistedindefinitionovertime.
Theoriginaldefinitionofaplatformcompanywasacompanywhose
servicewastoconnectproducersandconsumersofvariouskinds.A
fewexamplesare:

1.	 Uber,whichconnectsthosewhowantaridewiththosewhocan
providearide;

2.	 Google, which connects advertisers with those interested in
theirproducts;

3.	 Facebook,whichconnectsfriendsandfamilywithoneanother.
4.	 Apple,whichconnectsappbuyerswithappsellers.
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Not every company can—or even should—make its primary
business a platform business. However, every company can benefit
greatlyfromtheideasbehindthem.Wecanallapplytheconceptsthat
madetheseorganizationswildlysuccessful.

Becoming a platform-driven business does not mean becom-
inganother techcompany. Instead, itmeansreimagininghowtodo
businessinthedigitalage.Thesecompaniesarerethinkinghowthey
are operating in a world where their customers, partners, and even
theiremployeesareexpectingmoreofthem.

You may be wondering what this has to do with automation. If
youlookbacktoourdefinitionofaplatformcompany, it’sallabout
connectingpeopleandcompaniestogethertohelpthembettergeta
jobdone.Asyou’veseenthroughoutthisbook,that’salsowhatauto-
mationisallabout.Youwanttomakepeople’sliveseasierbylooping
themintoaprocessatjusttherighttimes,automatingthethingsthey
don’twanttoworryabout,andprovidingagreatdigitaluserexperi-
encealongtheway.Thinkingthroughhowtotransformyourcompany
intoaplatform-drivenbusinessisjustagreatwayofthinkingoutside
theboxaboutautomation.AsI’vegonethroughthisexercisewithdif-
ferentcompanies,Ifindthatitunearthsnewideas.Italsomakescon-
ceptssuchas“digitaltransformation”meaningfulandactionable.

Becoming Platform Driven

Wecouldspendmuchtimediscussingthetheorybehindplatformcompanies,
butIfindactionsaremuchmorevaluable.Asyoureadthroughthischapter,
thinkaboutyourbusinesstodayandhowyoumightbecomeplatformdriven.
Inordertodothat,let’sstartwiththefourprimarymethodsthatatraditional
companycanleveragetobecomeaplatformcompany.

1.	 Method	#1:	Data	Platform:	Leverageyourproprietarydataorservicesto
helpotherbusinesses,yourpartners,oryourcustomersachievetheirgoals.

2.	 Method	 #2:	 GTM	 Platform: Create a platform that leverages your
existing go-to-market (GTM) investments to connect customers with
partnersorwithotherproducts.

3.	 Method	#3:	Services	Platform:Makeyourservicesavailableviayour
platformtotheecosystemandbeadigitalbuildingblockforothersto
leverageintheirautomations.
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Let’stalkthrougheachofthesemethodsinalittlemoredetailand
review some examples of companies implementing these platform-
drivenstrategies.

Method #1: The Data Platform
Businessescreateendlessstreamsofdata.Thetotaldatavolumeacross
theglobe isnowestimated inzettabytes (2 to the70thpowerbytes)
andcontinuouslygrowing.Butwithall the talkaboutdatabeingso
valuableandpeoplestating,“Data is thenewoil,”whyaren’tweall
rich?Thereasonisthatmostofthisdataisuntapped.Itisstoredinside
acompanydatabase,spreadsheets,documents,orotherhiddenplaces.

Foranydata,beautyisintheeyeofthebeholder.Inotherwords,it
onlyhasvalueifitrelatestotherightpeopleattherighttime.Adata-
setontheeconomicgrowthofcountriesvs.adatasetonthetopTikTok
videosineachcountrywillhavedifferentvaluetodifferentaudiences.
(Howdoyouthinkthesepiecesofdatawouldresonateifyouaskeda
teenagerandaninvestmentmanagerabouteachofthem?You’reright,
theteenagerlovesanalyzingeconomicdataandtheinvestmentman-
agerisaddictedtoTikTok.)Alljokesaside,thekeytoturninguntapped
dataintovalueissimplyaboutconnectingitwiththerightaudienceto
helpthemgetajobdone.

Let’s now step back to our platform-driven business. If every
companyhasdatathatisvaluabletosomeone,everycompanycould
theoreticallycreateavalue-generatingdataplatform.Thehardpartis
figuringoutwhatdatayouhave,whomaywanttopayforit,orhowit

4.	 Method	#4:	Operations	Platform:Buildaninternalplatformtobreak
downsilosandfosteroperationalexcellence.

Asyoumightimagine,thesearenottheonlywaystobecomeaplatform
company.Wefindthatbylookingatyourbusinessthrougheachoneofthese
lenses,youwilloftencomeupwithuniqueideasforhowyourcompanycanbe
platformdriven.Therefore,usethesemethodstostructureyourthinkingoruse
themaspartofabrainstormingworkshopwithyourteam.
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couldbeusedtodrivealternativerevenuestreams.Hereareafewquick
examplesoftraditionalcompanieswhohavecreateddataplatforms.

Kelley Blue Book (KBB) started in the 1920s as a book offering
people the ability to find independent prices for used cars. Think
backbeforetheinternetandbeforecomputers,howdoyoufigureout
whatyourcarisworth?Howmuchshouldyousellitfor?Thisisthe
problemKelleyBlueBooksolved.Withonehundredyearsinbusiness,
theyclearlyhaveaproductpeoplewant.Theheartofwhattheyare
sellingisinfactdata,andthereforeifKBBsimplymadethisavailable
online(whichtheydid),itwouldn’tbeasimpressiveofastory.KBB
tookitonestepfurtherbyunderstandingwhattheircustomerswere
reallytryingtodo.

In KBB’s case, their customers usually wanted to sell their car.
Instead of simply providing their data, they now combined their
trustedpricingdatawithaservicetoconnectyoutoausedcardealer-
shipwillingtopaytopdollarforyourcar.Theyhelpthecustomerby
keepingtheoffersfromthedealershipshonest,andtheyhelpthedeal-
ershipsbyconnectingthemwithasteadystreamofusedcarinventory.
KBBbenefitsfromincreasedwebsitetrafficandanewrevenuestream
fromdealershipreferrals.

Kelley Blue Book went from book sales to a platform-driven
business.Theyleveragedtheirdataastheircoreassetandbuiltboth
an ecosystem and a seamless automated process for used car sales
aroundit.KBBaren’ttheonlyonestodothis;weareseeingthisacross
industries.

Somecompaniesmaynothavemultiplestakeholderstoconnectto
oneanotherandinsteadmaysimplyselltheirdataasanewrevenue
stream.Afewexamples:

1.	 Nasdaqofferstheir“DataLink”platformtoselltheirmarketdata
tobothcompaniesandindividualswhomaywanttouseit.This
could be to build an app, power advanced analysis, or enable
investmentfirms.

2.	 FedExhaslaunchedDataworkstomonetizetheirimmenselogis-
ticsdata.Bycombiningthedatawithweather,traffic,andotherrel-
evantdata,theycandriveimmenseinsightsforcompanieslooking
tounderstandgloballogisticsdowntothelastmile.Thismayhelp
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theircustomersshipmorereliably,helplargelogisticsoperations
suchastheCOVIDvaccinedeliveries,orevenhelpdetectpackage
fraudorothercrimesbeingcarriedoutthroughdeliveryservices.

Companies like these typically make their data or the insights
derived from this data available through APIs once access has been
purchased.AtechnologyoncereservedforSiliconValleycompanies,
exposingdataviaAPIsisnowpossiblewithonlyafewclicks.

ThethirdstepinHarvard Business Review’s“4stepstomonetizing
your business data” is “Buy, don’t build.”2 Automation technologies
caneasilybeembeddedintoyourdataplatform.Thismeansyoudon’t
needtohirea teamofdevelopers tobuildabig fancyplatform,you
simply leverage a third-party solution.These embedded automation
solutionsallowyoutocreateadataplatform,shareyourdataviaAPIs,
andevenprovideyourpartnerswithlow-codetoolstointegrateyour
datawiththeirsystems.

Remember,youdonotneedtobeadatacompanytocreateadata
platform.YousawfromtheFedExexamplethatinsomecases,thedata
producedfromyournormalbusinessoperationsmaybeofveryhigh
value toyourcustomers,partners,orevencompanies incompletely
differentindustries.

Method #2: The GTM Platform
It isestimatedthat in2021businessesspent$781billiongloballyon
advertising. This is only a fraction of the total go-to-market (GTM)
spend that businesses invest in their sales and marketing functions.
Gettingconnectedwithpotentialcustomersisoneofthemostimpor-
tant functions of any business and therefore justifies the immense
investment.Withsuchafocus,manycompaniescreatethemselvesa
platformtosharetheirmessagewiththeworld.However,creatinga
standardsalesandmarketingplatformisnotwhatwearediscussing
inthischapter.Wearelookingathowtraditionalcompaniesleverage
theirexistingsalesandmarketinginvestmenttocreateanewrevenue
streamusingtheconceptsfromplatformbusinesses.
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Invery simple terms, imagineyourcompany investsmillionsof
dollarsingettingtheattentionofaspecificsetofpotentialcustomers.
Nowthatyouhavetheirattention,besidessellingthemyourproduct
orservice,canyouleveragetheattentionyou’vegainedtoprovidethat
customerwithadditionalvalue?Andmaybeprovidevaluetoanother
company too? This is the foundation of creating a GTM platform-
drivenbusiness.

Walmart has created an amazing example of GTM platform. As
thelargestretailcompany(byrevenue)intheworld,theirtotaladver-
tisinginvestmentin2021 wasmorethantheGDPofGreenland.Some
ofthatadvertisingwasusedtodirectpeopletoWalmart.cominorder
tohavepeoplepurchasewhatevertheyneedwithafewclicks.Atra-
ditionalcompanywouldstophere.Customervisitswebsite,customer
browses,customerpossiblymakesapurchase.However,Walmartsaw
thepotentialofthiscaptiveaudienceanddecidedtooffermorethan
simplytheproductsthattheysold.

Walmartsawthatifacustomervisitedtheirwebsiteandlookedfor
aproductthattheydidn’tcarry,thecustomerwouldsimplyleave.All
themarketingefforttobringthatcustomertothewebsitewaseffec-
tivelylost.Nottomentionthecustomerexperience.Bynotfindinga
product,thecustomermaystarttobelievethatWalmart’swebsiteisn’t
areliableplacetofindthethingstheyneed.Howwouldtheysolvethis
problem?Youguessedit:theyneededtobecomeplatformdriven.

Walmartcreatedathird-partysellers’marketwheresmall,special-
izedretailerscouldlisttheirproductstobeshowntoanyonebrowsing
theWalmartwebsite.Theirplatformsimplyconnectsonlineretailers
with customers. Now, when a customer comes and searches for a
productonwalmart.com, theyare significantlymore likely tofind
exactlywhattheywant.Walmartcanchargeaservicefeetotheretailer
forprocessingthetransactionthroughtheirwebsite.Theretailercan
harnessthepowerofWalmart’smarketingpowertogetvisibilityfor
theirproducts.Everybodywins.

Youdon’tneedthemarketingbudgetofWalmarttocreateaGTM
platform.Evena small coffee shopwithnomarketingbudget could
createaGTMplatform.Thecoffeeshopnaturallybringsincustomers
based on their store location, and those customers may be highly

http://walmart.com
http://walmart.com
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covetedbyotherbusinesses.Asanexample,acoffeeshoplocatedina
financialdistrictwouldhavemanycustomersworkingforbanksand
investmentfirms.Thecoffeeshopcouldeasilysetupaplatformtocon-
nect advertisers with these customers.They could allow these com-
paniestopurchasepastriesinabrandedpackagethatwouldbegiven
awaytoeveryonewhobuysacoffee.Nowtheadvertiserisgettingtheir
nameouttotheirtargetaudience,thecustomerisgettingafreepastry,
andthecoffeeshopisgettingtherevenuefromanadditionalpastry
witheverycoffee.PlatformscanbeWalmart-sizedorcoffeeshop-sized
butstillfollowthesamefoundationalbusinessprincipleofleveraging
yourcaptiveaudiencetoconnectbuyerswithsellers.

Method #3: The Services Platform
Throughout this book we have discussed the concept of creating
building blocks, reusable services, or a composable enterprise. The
idea is to allow you to quickly weave together digital services from
across your company into an end-to-end process. But what if part
of that process was handled by another company?This happens all
thetime.Nowlet’s imaginethatthisothercompany,we’llcall them
ServCo,requiredyoutophonetheminordertohavethemdotheirstep
intheprocess.Ugh.Ourbeautifulend-to-endautomatedprocessnow
requiresamanualphonecallbecauseServConeedsustocallthem.

Isthisstepnecessary?Oristhatsimplyhowthey’vealwaysoper-
ated? If ServCo offered an API, email, or other digital approach to
requesting their service, we could simply weave that step into our
automated flow. Which means, if a competitor to ServCo offered a
digitalapproachtoengagement,youmaybelookingtoswitchvendors.

Aservicesplatformenablesyourcustomersorpartnerstodigitally
integratewithyourserviceofferings.Thismightbetoorderyourprod-
uctorservicesorpossiblysimplytointeractwiththeseservices.Inthis
increasinglyautomatedworld,cross-companyautomationswillbethe
norm,andthereforeprovidingaserviceplatformwilleventuallybea
requirementforallB2Binteractions.Let’slookatafewexamples.
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Everynewemployeehiredatmostcompaniesrequiressomedegree
of a background check. Determining if the person has a criminal
recordandvalidatingtheireducationandexperienceensuresthatwe
arehiringwhowethinkwe’rehiring,animportantstepinthehiring
processandsomethingthatquiteafewcompaniesprovideasaservice.
Oneof thesecompanieswasaCanadiancompanycalledBackcheck
(lateracquiredbySterling).

Backcheck was founded in 1997. During their early days they
allowedcustomerstocallthemuporsubmitarequestbyemailtoper-
formabackgroundcheck.Overtime,moremodernHRsolutions,such
asWorkday,becameavailable.Recruitingandonboardingprocesses
were increasinglybecomingmoreautomated.Backcheck tooknote.
Theylikelyrealizedthatsomeoftheirlargercustomersdidn’twant
to have to call them or email them for every new hire. As a result,
they created a service platform to allow customers to request their
service and retrieve the results of this process, all without manual
effortbyHR.

Backcheck invested in creating a service platform made up of
APIsandcorrespondingintegrationswithcommonHRandapplicant
trackingsystems(ATS).Thiscapabilitymadeitsuchthatacompany
could effectively initiate a background check for a candidate and
receive the results all without manual intervention. This results in
less time required from HR and a faster hiring process for both the
candidateandthecompany.Italsomeansbusinesseswillbeconsis-
tentlyusingtheBackcheckservicesforeveryhire,whichmeansmore
revenueforBackcheck.Whilethisexampleshowsafullydigitalser-
vice,there’salsoadifferentwayofthinkingaboutservices.Forthat,
let’stalkaboutNest.

Nestunveiledtheirnewsmartthermostatin2011.Itwasanamaz-
ingproductcreatedbyTonyFadellandhisteam.Fadellwasoneofthe
original creators of the iPod. After releasing their smart thermostat,
whichlearnedthehabitsofthehomeowners,theymovedontocre-
ateaserviceplatformfortheirnewdevice.Thisnewserviceplatform
enabledthethermostattobecontrolledwithanytechnologytheowner
approved.Whilethissoundsbasic,itunlockedaworldofnewcapabil-
itiesfortheownersofthesedevices.
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Nestmaynothavebeenmakingasignificantrevenuestreamby
offering this service platform, but they were benefiting. By enabling
connectivity to an ecosystem of home automation tools, they inher-
ently created hundreds of new capabilities for their product with
minimal investment. As an example, someone might say, “Alexa,
turn up the temperature in the house.”With their platform service,
integrationwiththeAlexahomeassistantnowbecomespossible.With
capabilitieslikethis,morepeoplewantedtobuyaNest.

Beyondunlockingtheabilitytointeractwithothertechnologies,
theyalsoenabledanotherinterestingcapability.Californiaoftenexpe-
riencesstrainonthepowergrid,andwhenthedemandgetstoohigh,it
cansometimesresultinrollingpoweroutages.Theutilitiesareforced
to perform these outages to protect the power grid. With a service
platform connected to thousands of Nest thermostats, another very
powerfulcapabilitywasbroughttolife.Nestpartneredwiththelocal
utility company to create agreements between the power grid oper-
atorandtheownersofNestdevices.TheagreementprovidedtheNest
owner with a gift card for participating and allowed the power grid
operatortoautomaticallyadjustthetemperatureoftheirNestdevice.
At scale, thisenabled thepowergridoperator to turnoff thousands
of air conditioning units during times of peak energy usage where
problems were expected. This provided increased control over the
powerdemandandreducedtheneedforpoweroutagesintheregion.
ThesearenotcapabilitiesthatNestoriginallyplannedforbutaclear
exampleoftheamazingoutcomesthatcanbecreatedthroughaser-
viceplatform.

Stopandthinkabouttheservices,products,ortechnologiesthat
yourcompanyprovidestodayandaskafewquestions:

•	 WhichservicesareaccessiblebyAPItoday?
•	 Howcouldyourpartnersorothercompanieshelpenhanceyour

serviceoffering?
•	 Would your customers want to interact with your services via

automation?

Answers to these questions will help you identify if a service
platformmakessenseforyourbusiness.
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Method #4: The Operations Platform
Inthefirstthreemethods,wediscussedwaysofcreatingacustomer-
orpartner-facingplatformbusinesstounlocknewrevenuestreamsor
opportunities.Thislastmethodturnsthefocusinsidetheorganization.

As a company grows, the different organizational functions
and teamsgetorganized ingroupsunderdifferent leaders.Silosare
unwanted, yet they naturally occur. Nearly every large organiza-
tion struggles with silos and the difficulty in hand-offs and services
providedbetweenthesesilos.Manyofushaveexperiencedthiswhen
phoning a company for support and having our call forwarded in a
circle between different teams in the same company. Everyone we
speakwithclaimsthatourrequest is theresponsibilityof“someone
else.” These silos slow down processes, negatively impact customer
experiences,andsometimesleadtoteamsmovingindifferentdirec-
tionswithconflictinggoals.

Usingaplatformbusinessmodeltobreakdowninternalsilosisa
naturalfit.Leveragingideasfrommethods1and3(dataplatformand
serviceplatform),wecanenableourteamstoworkmoreseamlessly
together.Itiscalledanoperationsplatform.Itisanextensionofthebig
conceptsweexploredearlierinthisbook:democratization,plasticity,
andorchestration.

Achieving these outcomes involves having teams create internal
platformsthatdrivebenefits forall theirstakeholders.Wediscussed
the concept of Gartner’s composable enterprise and how teams can
sharedataandservicesacrossthecompany.Insimpleterms,teamsare
removingbarriersandmakingiteasyfortheirservicestoberequested
orinitiatedbyotherteamsacrosstheorganization.

Thefollowingthreestepsarekeytobuildingasuccessfulopera-
tionsplatform:

1.	 Promote	 consumption: Include goals for every team to create
easymethodsforotherteamstoaccesstheirdataandservices.This
involves thinkingabout their teamasminiatureplatform-driven
businesses(methods1and3).
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2.	 Measure	adoption:Successofeachteamanditscorresponding
platform should be measured by stakeholder adoption and rat-
ings.Successisnotsimplybuildingsharedtechnology;itisabout
buildingservicesthatarealignedwithwhattheotherteamsneed
andareleveragedheavily.

3.	 Share	 language: Provide a common automation platform on
whicheachteamwillcreatethesesharedservices.Thisautomation
platform must facilitate orchestrating cross-functional business
processes.Again,inordertobesuccessful,thisplatformneedsto
supportdemocratization,plasticity,andorchestration.

Platformcompaniesconnectpeopleandhelpthemjointlyachieve
successandreachpreviouslyunachievablenewheights.Fewpeople
would argue with the fact that this is exactly what we want for our
companies.Theonlythinglefttodoistogetstarted.

Bring Fresh Thinking 
to Traditional Business
Not every company can or should be a platform company, but the
wildly successful combination of business and technology strategies
thatwefindinthesecompaniescancertainlybenefiteveryone.They
helpustothinkaboutourowncompanieswithanewperspectiveand
allowustorethinkhowourbusinesseswilloperateinanautomation-
poweredworld.

Everycompanythatwasreinventedormovedinanewandmore
successfuldirectionalways startedwithan idea.Use thischapter to
start brainstorming within your team or within your organization.
Bookaworkshop.Share themethodsoutlined in thischapter toget
peoplethinking.Youcouldevencrowdsourceideasacrosstheentire
business.You’llbeamazedatthetrulyinnovativeideaspeoplecome
upwithwhengiventhelibertytothinkbig.It’susingtheseideasthat
willenableyoutobecomeaplatform-drivenbusiness.
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CHAPTER 15

The Enterprise 
AI Platform

“The development of AI is as fundamental as the creation of 
the microprocessor, the personal computer, the Internet, and 
the mobile phone. . . . Entire industries will reorient around it. 
Businesses will distinguish themselves by how well they use it.”

—BillGates

GenerativeAIhaschangedthewayweseeourtasks,jobs,and
organizations. Where we used to see “status quo” now we
seeopportunities.Butother thanexamplesofhowtogener-

atecode,createaprojectsummary,orcreateachatbotthatprovides
Einstein-likeanswerswiththepersonalityofSnoopDogg,howshould
organizationsthinkaboutgenerativeAI?

On one end, large language models (LLMs) have finally crossed
the“democratizationbarrier.”MyeyeswereopenedthemomentIsaw
my14-year-oldnieceusingChatGPTaseasilyassheusesInstagram.
Enablingentireorganizationstoimproveandinnovatewithcomplete
disregard for technical barriers has always been the holy grail of
democratization.
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Morethantext,code,orimages,whatgenerativeAIcangiveyou
istheabilitytoaddsubstancetoyourideas.Lookingatthisfroman
enterpriselens,AIcanrethinkexistingprocessescompletely.Buthow?

GenerativeAIisversatileandexpressive.Buttheoutputisrawand
variesbasedontheinput.

WhengenerativeAIburstontothescene,theexistingtoolswere
toonarrowinscopetokeepup.Specialized,purpose-builtsoftwareis
outofstepwiththevibrancyofgenerativeAI.

ToharnessgenerativeAIatscale,thereisaclearneedforapartner.
That partner will knit a company’s existing resources together with
AI.Ittakestwoforms:orchestrationandgovernance.Withoutthose,a
companywillbefullyexposedtothechallengesofgenerativeAI.

The Challenges of Generative  
AI in the Enterprise
While generative AI and LLMs are extremely knowledgeable, they
arenotverysmart.LLMsarebuiltonextremeamountsofdata(think
dozens of gigabytes). That makes them knowledgeable about data.
However,LLMsarelanguagemodels,notknowledgemodels.Insimple
terms,AIresponsesarejuststatisticalapproximationsofwhattheuser
is inquiring about.They are good at what they do because they are
basedonsomuchdata.Buttheydonot“know”whattheyaresaying.

In other words, until AI becomes smarter, humans will need to
stayinthedriver’sseat.Butforbusinessesthatwanttojumpheadfirst
intoAIatscale,theyhavetoovercomesomehurdles:

•  Skills  impedance: Ifpeoplewith lowtechnicalknowledgeask
AItogenerateasolution,theywon’talwaysknowhowtoevaluate
it.Especiallyiftheoutputiscode.IftheyturntoITforhelp,the
democratizationvalueofAIdrops.If theyimplementbadcode,
therisksincrease.Thispointstotheneedforalevelofabstraction
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that can validate generated content. But it also should not con-
strainthepowerandversatilityofAI.

•  End- to- end  simplicity: The success of tools such as ChatGPT
or Dall-E was due to their ease of use. Today, it’s as simple as
usinganyotherconsumerappsuchas Instagram(asprovenby
myniece).WhileAI iseasy touse, implementinganything ina
largecompanyiscomplex.Oncewehavetostartthinkingabout
deploymentandreviewcycles,weagainrisklosingthebenefitof
generativeAI.Inadditiontobeingeasytouse,AIhastobealways
available,almostlikeautility;itistherewhenyouneedit.

•  Observe and take action:Humansneedtoseeandunderstand
whatishappeningtotroubleshootwhenneeded.Thatmayinclude
generatingnewpromptsorprovidingfeedbacktotheLLMs.

•  Continuous  improvement: When something does go wrong,
how do we prevent that from happening for other solutions
overtime?FeedbackiscrucialfortheLLMortheAIplatformto
improveovertime.

•  From blueprint to execution:Gettingideasfromthewealthof
datainLLMsisonlythefirststep.GenerativeAIexcelsatcreating
thesemapsofwhat’spossible.Forthoseideastobecomeareality,
thereneedstobe“something”thatcantakethoseblueprintsand
turnthemintorealsolutions.

•  TRUST:Allofthisneedstohappeninanenvironmentwithtrust
and governance to be successful at the enterprise level. Proper
guardrails, access controls, and security have to be front and
center.Noorganizationshouldcompromisetrustforinnovation.

Thebottomlineisthattheenterpriseneedsmorethancodeand
ideasgeneratedbyAI.Withthewrongapproach,thedemocratization
potentialofAIwillbeamirage.IfthesesolutionsrequireanentireIT
teamtowork,wearebacktosquareone.

Without a doubt, ChatGPT and other models will help people
automatedailytasks.Butalone,itwillnot(intheforeseeablefuture)
translatetotransformationalenterprise-widesolutions.
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The Platform for Actionable 
Generative AI
As described in the challenges above, generative AI is almost con-
strainedbythelimitsoftext,code,images,ortasks.Totakegenerative
AIto thenext level itneedsaplatformthatcanrealize the limitless
potentialofLLMs.Thisplatformnotonlyshouldprovideanimpres-
sivenaturallanguageunderstandingbutmovebeyondgeneratingtext
orimagesandfocusonbuildingcomplexsolutions(e.g.apps,automa-
tions,orintegrations).

AnenterpriseAIplatformshouldbeconstructedaroundapurpose-
specificLLMclearlyalignedwiththedomaintheplatformiscatering
to (e.g. automation). However, in the context of an enterprise-grade
platform,LLMaloneisnotenoughtohitthemark.

Enterpriserequirementsarenotjustabouttechnicalcapabilities.
Theyneed tobesurroundedbyenterprise-gradesecurityandgover-
nanceaswell.

Ifweaccount forall thesechallengesandrequirements, the fol-
lowingarchitecturediagramrepresentsthemust-havecapabilitiesfor
arobustenterpriseAIplatform:
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Input Method Capabilities
OneofthemostimportantcapabilitiesofgenerativeAIistheabilityto
receivehumaninput,understandit,andoutputsomethinginreturn.
However,asweexplorethepotentialforanenterpriseAIplatform,the
followingthreetypesofinputmethodsshouldbeconsidered.

Human- driven
This is themostcommonwayof interactingwithtoday’sgenerative
AI technologies. Humans input certain data and expect a certain
outcome.ForanenterpriseAIplatform,human-driven refers to the
abilitytoreceiveinputsinanaturallanguagefashionandgeneratean
expectedoutputorsolution.

For instance, in the context of automation use cases, one could
providethefollowingprompttotheAIplatform:“Automatethequote
tocashprocessconsideringthesystemsinvolvedareSalesforce,Net-
suite,Docusign,andourProductsystem.”

Inthisscenario,whiletheAIisgoingtodomostoftheheavylifting
on figuring out the right solution and implementing it, the human
interactionwasveryintentionalwithaveryspecificgoalinmind.

Auto- discovery
Thisothertypeofinputisbasedonthepotentialfororganizationsto
leverageindustryLLMsthatcansuggestwhichautomationswouldbe
relevantforanygivenorganizationbasedontheirexistingprocesses
and software stack. Furthermore, the promise of “process mining”
couldfinallybefulfilled,andtheseplatformscouldpotentiallycreate
implementationroadmaps,creatingaveryeffectiveprocess.

Business- reactive
Lastly,asbrieflymentionedinthecorecapabilitiessection,generative
AIs excel at pattern recognition. Thus, they could quickly identify
exceptionpatterns,correlatethemwithbusinessmetrics,andofferrec-
ommendationsfornewsolutionsorprocessoptimization.
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Execution Engine
TheheartofanenterpriseAIplatform.Thisexecutionengineneeds
tobeableto:

•  Support the breadth of solution ideas that can come from
generativeAI;

•  Orchestrate the different capabilities that exist within an
organization.

Versatility and Power
GenerativeAIisnotboundbyanytoollimitationsasthepotentialout-
comesareonlylimitedbyourimagination.However,inordertoacton
theseideas,thisengineneedstobeamultipurposeorchestrationtool
thatcannotonly react to thedynamicnatureofAI-generatedsolu-
tionsbutatthesametime,hastobepowerfulenoughtoleverageand
integrateeveryothercapabilitywithintheenterprise.

Key Characteristics
These capabilities refer to the core technical specifications that an
enterpriseAIplatformshouldprovideoutofthebox.

Explainability
UntilAItechnologiesmatureovertimetodevelopreal“smarts”and
buildenough trust, in theshortandmediumtermtherewillbe the
need for a “human in the middle” who can verify that the solution
deliveredalignswiththeirneeds.

If the solution is generated as code or complex components, it
meansanITspecialistwouldbetheonlytypeofpersonaqualifiedto
validatetheoutcomefromtheAI,whichwoulddefeatthepurposeof
democratizingaccesstonontechnicalpersonas.
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Inorderforanontechnicalpersonatovalidateasolution,itneeds
tobe“understandable.”Thus,explainabilityistheabilitytogenerate
solutionsthatcanbeaccuratelyinterpretedbyanyhuman.

Utility- like
Asmentionedearlier,themainreasonfortheexplosioninthepopu-
larityofgenerativeAItechnologiesisowedtothefactthatalltechnical
knowledgebarrierswereremovedandvirtuallyanyonecanworkand
interact with machines. Given the new types of personas within an
organization that will benefit from an enterprise AI platform, the
deploymentmodelsforthesolutionsgeneratedbythesetoolsneedto
becompletelyabstractedfromtheendusers.

In the same way we are used to dealing with utility companies,
wherewebuyanewlampandjustplugitintothepoweroutletand
“turniton,”theexperienceshouldbesimilarforthesolutionsgener-
atedbyAIwhereoncevalidated,usersshouldjustbeableto“plugor
run”thesesolutions.

Observability
At this stage, we’ve been able to generate, validate, and run an
AI-generatedsolution.However,giventhebreadthofcomplexitysome
ofthesesolutions(e.g.processautomations)willhave,anenterprise
AIplatformshouldprovidethenecessarymeansfornontechnicalper-
sonastomonitorandtroubleshootanyissuesthatmayariseduringthe
lifetimeofthesesolutions.

Moreover,as these issuesariseandgetsolved, thereshouldbea
continuous feedback loop thathelps theLLMdriving theenterprise
AIplatformimproveovertime.Thisleadsustothefourthandlastcore
capability.

Adaptability
AtthecenterofeveryAImodel,thereistheconceptoftraining.Whether
it’s supervised (human-driven) or unsupervised (autonomous), an
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enterpriseAIplatformshouldprovidetheabilitytotrainandenhance
its model based on issues discovered as part of the execution of
AI-generatedsolutions.

Forinstance,imaginetheenterpriseAIplatformbeingabletorec-
ognizeandidentifyexceptionpatternssuchasanincreasedfrequency
of429errorcodescomingfromSalesforceduringpeakloads.Thiscon-
tinuous feedback would enhance the LLM to understand Salesforce
APIratelimitationsandadjustexecutionfrequencyaccordingly.

Enterprise- grade Capabilities
Enterprise-grade security and governance is a set of policies, pro-
cedures, and technologies that are used to protect an organization’s
informationandsystems.Assuch,anenterpriseAIplatformnotonly
needstoabidebythembutextendtheminthecontextofAI.

New elements such as ethics, bias, and misinformation should
behandledgracefullybytheseplatforms.Even“traditional”capabil-
ities(e.g.RBAC)needtobeenhancedinordertosupportthedifferent
typesofpersonasthatmaybeonboardedonsuchplatforms.Thus,for
anygivenuser,designatingwhichprocessescanbeautomated,which
systemscanbeaccessed,andthelevelofinteractionswiththosesys-
tems should be heavily monitored and governed by the enterprise
AIplatform.

Whilenotdirectlycallout,thereareanumberofcapabilitiesthat
areexpectedfromenterprise-gradeplatforms,suchasscalabilityand
reliability.Justlikethepreviousexample,thesecapabilitiesneedtobe
exponentiallyenhancedtosupportthescaleofnewusecasesinaway
thatismaintainableandcost-effective.

Lastly,whatisimportanttonoticeisthefactthatit’sexactlythese
typesofmandatoryenterprisecapabilitiesthatthecurrentiterations
ofgenerativeAIaremissing.PlatformssuchasChatGPTarecurrently
unable to guarantee data privacy and quality of input data, which
has led to many organizations shutting down access completely to
thesetools.

Therefore, for the new generation of enterprise AI platforms,
enterprise-grade capabilities should be front and center to ensure
adoptionatscale.
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CHAPTER 16

The Automation 
Ecosystem 

“You’re making million dollar moves but taking nickel shots.”

—TaraVanDerveer,StanfordWomen’sBasketballHeadCoach

Whenpackingforaflight,itusedtobethenormtofillacarry-
onbagwithconsumerelectronics.I’dgrabmyPDA,GPS,
digitalcamera,iPod,headphones,andflipphone.We’dtoss

inafewportableDVDplayersandGameboysforthekids.Onflights,I
feltlikemysolejobwastolocatethenextdeviceneededbythefamily.
Allthesedevicesprovidedgreatvalue,butthecombinedlistwasover-
kill.Today,allthesefunctionsarehandledbyoursmartphones.

Now, smartphones meet most needs as the foundation of our
digital lives—but not for everything. There are still large markets
forspecialized,purpose-builtcameras.Prophotographersliketouse
DSLRcamerasthatcostthousandsofdollars.Thrillseekerspreferto
takearuggedGoProalongfortheiradventures.Filmmakerswillshoot
theirmoviesonbig8kcamerasthatcapturethetiniestdetail.While
cameraspecializationisunimportanttotheaverageperson,itisstill
usefulforspecialists.
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WhenIconsiderautomationinmostcompanies, it feels likemy
grabbagofearly2000selectronics.WehaveRPA,APIM,ETL,ELT,
Reverse ETL, ESB, EDI, Event Streams, BPM, and the list goes on.
Thereisnoroomformoretoolsinthepile.Mostcompaniesusemany
ofthesespecializedtoolsbutstillstruggletogetthevaluetheywere
promised.Theapproachisbrokenandunsustainable.

The cost and effort of most automation tools is intense. It gets
worsewhena specialist tool tries tofitageneralist role.Aswesaid
earlier,orchestrationneedsbothmusclesandbrains.Specialistauto-
mationtoolsaremuscles.Theysolvespecificproblemswell.Tosuc-
ceedinthisnewera,wedon’tneedtothrowouttheseintegrationand
automationtools,wejusthavetoapplythemintherightway.Andthis
requiresorchestration.

Inthecaseofautomation,therewillalwaysbeaneedforspecialized
tooling. Much like pro photographers need more than a smartphone
camera, some parts of our companies will always need specialized
tools.But themainproblemtoday is thatspecializedtoolsarebeing
overused.

Itcomesdowntoproblemswithoverspecializationorovergener-
alization.Muchlikeyoudon’twantthefamilydoctorperformingyour
brainsurgery,youalsodon’twantthebrainsurgeondoingyourannual
physical.Thereisatimeandplaceforspecialization.Itisagoodrule
ofthumbtosolve90%ofourproblemswithgeneraltools,andonlyuse
specializedtoolsfortherest.Toomuchspecializationcloudsthebig
pictureandslowsusdown.

Thenumberofpotential automation solutions is large. It seems
that new acronyms are being added to the list every day. If your
company currently leverages tools such as iPaaS, API platforms, or
RPA,youmaybewonderingwherethesetoolsfitintothenewauto-
mationmindset.Inthischapter,we’llanswerthatquestionbytakinga
brieflookatsomeofthemostcommontools.

Automation Tools
Therearemanyintegrationandautomationtoolsintheecosystem,but
herewewilldiveintosomeofthemostcommon.We’regoingtocover
robotic process automation (RPA), integration platform as a service
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(iPaaS), business process management (BPM), API management
(APIM),anddatapipeline(ETL/ELT)tools.Severalofthesesoftware
categorieshavebeeninusesincethe1980s.We’llconcludethissection
ofthebookwithabriefdiscussionofsomeoftheshadowITtoolsthat
arealsobreakingintothemarket.

Robotic Process Automation (RPA)
Origins: Software test automation, “green screen” scraping, and
macros: a technique of recording a series of actions via graphical
user interface (GUI) and playing them back on repeat to automate
manualtasks.
Age:40+yearsold.
Aliases (other names and acronyms): Bots, process automation,
roboticdesktopautomation(RDA),taskautomation.
Focus:Pureefficiency.Savinghumanworkhoursonmanual tasks.
“Better, faster, cheaper” is the mantra, with the goal of reducing
headcount.
In depth:

RPAisatoolthatmimicstheactionsofahumantoautomatethe
interactionswithapplicationsthroughthescreensnormallyreserved
forpeopletouse.WhenwesayRPAmimicstheactionsofhumans,we
meanthisliterally.Forexample,tocreateanewinvoicerecordinyour
ERP,youmightfirstclickthe“NewInvoice”button,thenfillineach
fieldontheform,andthenclickthe“Save”button.AnRPAbotrepli-
catesexactlythesestepsbysimulatingmouseandkeyboardstrokes(or
othertechniques)toclickthebuttonsandfillintheform.

AlthoughsomeRPAtoolsofferclouddeployment,RPAisarchi-
tectedforanon-premiseenvironment.OftenRPAbotsliveonthedesk-
topsofindividualemployeesoraredeployedonserverstorunontheir
own.Itcanbeattendedautomation,which is triggeredbyaperson,
orunattendedautomation,whichhappensonarecurringscheduleor
usingothertriggers.

2021wasabigyearforroboticprocessautomation(RPA).Ablock-
busterIPO,mergersandacquisitions,andtalksofupcomingeventsset
thestageforaninterestingfuture.MarketgrowthforRPAisprojected
toexpandfrom$1.7Bin2020to$9Bby2025accordingtoIDC.
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Despite the success, there are signs that something strange is
happeningwithRPA.Forinstance,theSapphireVenturesCIOindex
reportedthatRPAisoneof thetoptechnologies thatcompaniesare
hopingtospendlessonin2022.Troublingdatasuggeststhesoftwareis
notlivinguptoitstransformationalhype.ForresterthinksRPAmarket
growthwillflattenassoonas2023.IDCreportsthattheautomation
marketpotentialof$40Bdwarfsthe$9BprojectedforRPA.

RPA is most successful when used in situations where a system
hasnoalternativewaystoreadorupdatethedatastoredwithinit.For
example,asupplierwebpagecontainsdatayouneedforyourprocess,
but this supplier has no APIs or other mechanisms to get the data.
RPA is a great choice for retrieving this data by interacting directly
withthewebpage.Additionally,RPAtoolsareoftengoodforretrieving
datafromunstructureddatasourcessuchasaPDFfileorMicrosoft
Worddocument.Asyouwillseewhenwediscussgapsandlimitations,
RPAtoolsdon’tdoaswellautomatingprocessesend-to-end,scalingto
largenumbersofautomations,orbeingusedinademocratizedway.
If you think about it, mimicking human labor is just another form
ofoutsourcing—“botsourcing.” It isalso thepurest formof the task
mindsetinasleekpackage.
Gaps and limitations:

• Scale:Itdoesnotscalewell.Oftencompaniesstrugglewithbroad
automationinitiativesbasedexclusivelyonRPA.Itisalotofwork
tomaintainalargevolumeofbotsduetotheirfragilityandfre-
quentsupportrequirements.EvenifavendorboltsonAPI,OCR,
AI,orprocessmining,theneededmaintenanceonlygrows.

• Governance: It is hard to govern. Democratization needs gov-
ernance, but RPA platforms struggle with org-wide deploy-
ments.Withtheheavydependencyonserver infrastructureand
deep technical skills, the ability to have a broader set of people
acrossthecompanybuildingautomationsisrarelysuccessful.Ifa
companyissuccessfulattrainingabroaderteamofbuilders,gov-
ernancequicklybecomesaproblem.Whatpeoplearebuilding,the
systems they are connecting to, and the data they are handling
is typically not feasible to monitor and manage when using
RPAtools.
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• Maintenance: Itcanturnintotechandeconomicdebt.RPAis
the best fit for quick tasks where something repetitive needs to
bedonefast.Thecollectionofbotswillgrow,andsotoowillthe
maintenanceneeds.Inessence,thearmyofbotsdemandsanother
armyofbotmanagers.Whilethebotwassupposedtotakeaload
offthehumans,thehumansendupneedingtotakealoadoffthe
bots. If operational overhead is not carefully considered, opti-
misticROIcalculationscanquicklybeeroded.

AlthoughRPAoftengetscalledlow-codesoftware,itdoesn’talways
work out that way. It is typically not easy to learn, fast to deploy, or
easy to maintain. The technology still needs specialists to build and
maintaintheautomations.RPAmaybeeasiertousethanresortingto
customcode,butitfallsshortoftheidealdemocratizationcanvas.

Business Process Management Suites (BPMS)
Origins: BPMS tools existed as early as the 1980s in tools such as
FileNet;however,thecategorywasdefinedbyGartnerintheearly2000s.
Age:30+yearsold.
Aliases (other names, acronyms, similar tools):Businessprocess
management(BPM),intelligentbusinessprocessmanagement(iBPM),
business process automation (BPA), business rules management
system(BRMS).
Focus:Businessprocesses-centricmodelingandworkflowexecution.
This isdonewithtaskmanagementandformsforhumanworkflow
steps.BPMStoolstypicallyincludeprocessexecutionmodeling,mon-
itoring,andanalytics.
In depth:

Businessprocessmanagementsuites,orBPMS,issoftwaredesigned
for the practice of business process management (BPM). BPMS is a
blanket termforseveralsubcategoriesof toolsrelatedto theprocess
discipline.Thedisciplinetakesmanyforms:drawingprocessesvisu-
ally, responding to business events, connecting systems, or defining
rules-basedautomations.

BPM platforms were developed to help organizations better
understandandimprovetheirprocesses.Businessrulesmanagement
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systems(BRMS)aredesignedtomanagecomplexbusinessrules.These
systemsuserulesetscreatedbybusinessanalyststodictatebusiness
operations.

BPA platforms were designed to automate business processes.
Overtime,thesamecapabilitieswerebuiltintofunction-specificappli-
cations.CRMandERPsystemsaregoodexamples.Theystreamlinea
groupofprocessesrelatedtoabusinessfunctionordepartment,like
salesorfinance.

Gaps and limitations:

• Speed: The outcomes achievable with BPM are powerful—but
slow. Success is measured in years. After all, the goal is a total
reimaginingofmajorprocesseswithagroupofexpertsanddevel-
opers.WhileBPMvendorsseeapositiveoutlookontheirmarket
growth,ahugepercentageoftheBPMconsultantecosystemhas
moved on to RPA. There they have found quicker wins, higher
margins, and lower-hanging fruit. However, as discussed in the
RPAsection,theseconsultantsarenowseeingtheproblemswith
thenarrow,task-focusedviewofRPA.

• Size:BPMtoolsaresometimescalled“bigiron”software,forthe
mostmission-criticalprocesses.It’sliketheenginesofabigship:
huge,strongmotors,andspecializedexpertstokeepthemrunning.
WhileBPMcanachievepowerfuloutcomes,itisbeingleftbehind.
Itisbecomingabygoneeraascompaniesturntootherlessrigid
categoriesforfasteroutcomes.Thatsaid,thefundamentalconcept
BPMwithitsbroaderend-to-endviewofprocessesisconceptually
therightapproach.WecanthinkofBPMandRPAastwoendsof
aspectrum.BPMistoofocusedonprocesswithoutafirmground-
inginaneasyabilitytoexecutetasksandsystemactions.RPAis
toofocusedontaskswithoutabiggerpictureviewoftheprocess.
Theanswerissomewhereinbetween.

Integration Platform as a Service
Origins:Middleware.TheoriginalplayerinthisspacewasTeknekron
InformationBus,followedbyTibco.
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Age: “Integration platform” is 30+ years old. “As a Service,”
15yearsold.
Aliases (other names, acronyms, similar tools): Integration
platform as a service (iPaaS), enterprise service bus (ESB), middle-
ware,enterpriseapplicationintegration(EAI).
Focus:Oftenreferredtoas“plumbing,”integrationtechnologyisfor
moving data between platforms. This typically happens with APIs,
files,ordirectdatabaseconnectivity.
In depth:

iPaaS platforms integrate multiple apps, syncing datasets, initi-
atingactionsinothertoolsbasedondataevents.Theyenabledatato
movefromonesystemtoanotheratvaryingschedules.Theyofferthe
ability toperformbatched integrations(hourly,nightly,weekly,etc.)
andinnearreal-timewhereactionsareprocessedwithinsecondsas
businesseventsoccur.

Theseplatformshaveevolvedsignificantlyoverthelast30years.
ItisimportanttonotethatmoderniPaaSsolutionsaremuchdifferent
fromthe legacyESBandmiddleware tools. Themodern iPaaSsolu-
tions typicallyrun in thecloudandaresignificantly less focusedon
complexmessageroutingcomparedtohistoricESBplatforms.

The more modern tools include the “as a service” title, which
means they run as cloud-native services rather than relying on
on-premiseservers.Typically,theyhave:

• StrongconnectivitytomanyappsandservicestypicallyviaAPIs,
events,files,ordatabases;

• Robustdatatransformationcapabilities;
• Theabilitytomanageandrespondtobusinesseventsandinteract

withevent/messagestreamingservices.

Thesecapabilitiesmakeitpossibletopulldatafromoneapplica-
tion either in batches or one record at a time to update data in the
appropriate downstream applications. For example, an iPaaS may
beconfiguredtomonitorSalesforce,andeverytimeanewcustomer
recordiscreatedtheiPaaSwillautomaticallydownloadthenewcus-
tomerrecordusingtheSalesforceAPIandthencalltheNetsuiteAPI
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tocreateamatchingcustomerrecordinthefinancesystem.Theresult-
ingbusinessoutcomeis thatevery timeanewcustomer isaddedto
SalesforcetherewillbeamatchingcustomerrecordinNetsuitewithin
minutes.Nomanualdataentryfortheaccountingteam.

Gaps and limitations:
Integrationisanimportantcategorybecauseitformsthefoundation
oforchestrationandenterpriseautomationplatforms.However,tradi-
tionalintegrationplatformshavestruggledtoevolvefromtheirlegacy
roots.IntheiPaaSspace,notalltoolsarealike.

• Cloud claims:WhileakeyrequirementofbeinganiPaaSisthe
abilitytoruninthecloud,thereisabigdifferencebetweencloud-
native platforms and historically on-prem platforms that have
simplybeenportedtothecloud.Botharelabeledas“cloud,”but
only cloud-native platforms truly make use of the auto-scaling,
fault tolerance, and utility-like benefits of what cloud services
shouldbe.Wewillcoverthisinmoredetaillaterinthechapter.

• Complexity:Theothermajordifferentiatorinthisspaceisthat
traditional integration platforms are complex, technical tools.
Theyrequireexpertswithcomputersciencedegreesandwizard
hatstomaintainthem.Coding,development,andlongwaittimes
characterize the outcomes resulting from the use of traditional
integrationtools.Moremodernplatformshaveadoptedthelow-
codemovementasa foundationofhowtheyoperateandthere-
forebecomestrongcandidatesforourarchitecturalframeworkof
democratization,plasticity,andorchestration.Butbuyerbeware,
notalliPaaSfitthismold.

API Management
Origins: As APIs have grown more common and valuable, sys-
tems designed to publish and manage them have evolved into
existence.
Age:FormalAPIMsystemsbegancomingontothemarketcirca2009.
Aliases (other names, acronyms, similar tools):APIgateway,API
portal,APIplatform,APIlifecycle.
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Focus:APIManagement(APIM)solutionsfocusonthemanagement
ofcompanyAPIsandthecreationofnewendpoints.Thegoalofmost
systemsistocreateanorganized,standardized,andcontrolledsetof
APIsforuseacrossthecompany.
In depth:

APImanagement tools focuson twoelements:APIconnectivity
andAPIdiscoverability.MostAPImanagementtoolsoffloadthemore
technical requirements such as security and performance (connec-
tivity)andtrytomakeacompany’sAPIseasytofindfordevelopers
(discoverability).

The connectivity element is provided using a configuration or
code-basedAPIgateway.TheAPIgatewayactsasalayerbetweenthe
APIcallerandthedownstreamsystem.Thegatewayoffersauthenti-
cation,advancedsecurityandencryption,ratelimiting,caching,and
other functions.This focusonmanaging the technical requirements
allowstheback-endsystemstofocusonprovidingdataandtheother
functions.APIconsumersendupwithaconsistentandstandardexpe-
riencebecausetheyareallconnectingthroughtheAPIgateway.

APIM tools also enable companies to manage their vast set of
APIs. Imagineacompanywith500differentapplications,eachwith
anaverageof50APIendpoints.Thisis25,000differentAPIendpoints
thatadevelopercould leverage.Withoutacentralway todocument
andmanageAPIs,itcanbehardforadevelopertoknowtheyexist,
let aloneconnecttothem.ThisiswheretheAPIcatalogordeveloper
portal capabilities of an API management platform come into play.
Thesetoolsallowacompanytodocument,organize,andmaketheir
APIssearchablebydevelopers.ThisensuresthatasAPIsarecreated,
theyaren’tlostintheabyssofotherAPIs.
Gaps and limitations:

• Pure- play limits:ThefocusofAPIMisonconnectivityanddis-
coverability.Themissing linkwithmostAPIMtools is the logic
thatmakesuptheAPI.IfyoualreadyhaveasetofAPIs,andyou
want tocontrolandorganize them,anAPIMwill likelyfit that
need.Yetthisisrarelytheonlyneed.APIsprovidethemostvalue
whentheycanbeusedasbuildingblocks.Whenyoucancreate
anAPItoencapsulateasetofactionsacrossseveralotherAPIs,
westarttoseeautomation.MostAPIMplatformsdonotdothis
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well.While theyexcelatcreatingandorganizing, they typically
leavethelogictomanualcode.Theresultisnearlythesamelevel
of work as custom-building the automation from scratch. This
ultimatelymeansaninabilitytodemocratizeandalotofworkto
makechanges(noplasticity).

• API “religion”: A frenzy of API-led architecture has led many
companiesdownafalsepath.ThetheoryofAPI-ledarchitectureis
thatbuildingavastlibraryofAPIsisasmartstrategy.Thethinking
goes thatwebuildAPIsasreusablecomponentsandthencom-
bineourAPIsintomoreAPIsthatcombineourcombinedAPIs.
Sowe’vegotalotofAPIs,buthavewemadeanypositiveimpact
onourbusiness?LeveragingAPIsasbuildingblocksistheright
way to go. However, building APIs as the solution, rather than
simplyacomponentofthesolution,resultsinalackoffocuson
theultimateoutcome.ManyIT teamshave investedmillionsof
dollarsincreatingtheseAPI-ledarchitecturesbutunfortunately
withonlyafocusonthetechnology.Thesecompaniesoftenend
upwithscoresofAPIsbutverylittlebusinessvalue.

ETL (Extract, Transform, Load) and ELT  
(Extract, Load, Transform)
Origins:Originatesfromtheverystartofintegration.
Age:30+years.
Aliases (other names, acronyms, similar tools): Data pipeline,
dataloader,dataingestion,extracttransformload(ETL),extractload
transform(ELT).
Focus: ETL/ELT load bulk data from applications and other data
sourcesintoacentralizedrepositorysuchasadatalakeorwarehouse.
In depth:

ETL(extract,transform,load)andELT(extract, load,transform)
toolsareusuallypartofa large-scalestrategy tocentralizecompany
data. The end goal is to improve data reporting and data analytics.
These toolsmovedata in largevolume frommultiplesources intoa
commondatamodel.Atsomepoint, the tool transformsthedata to
matchthemodel.
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ItisimportanttonotethathistoricallyETLwassometimesusedto
refertobatchapplicationtoapplicationintegration;however,thisdef-
initionisnowrarelyused.Therefore,forthissectionweuseETLand
ELTtorefertothemoremoderndefinitionoftoolingusedtoloaddata
marts,datawarehouses,anddatalakes.

TheprimarydifferencebetweenETLandELTiswherethetrans-
formationhappens.WithETLthetoolextractsdatafromthesource,
transformsittomatchthedatamodel,andloadsitintothedataware-
house.ELTfocusesontheextractandload,leavingthetransformation
tothedatawarehouse.Itextractsthedataandloadsitas-is intothe
datawarehouse.

ELTisthemoremodernapproachasitprovidesseveralbenefits
such as increased speed to load data, ability to retransform histor-
icaldata,andreducedcomplexity.This ispossiblebecauseofrecent
advancementsindatawarehousingplatformssuchasSnowflake.
Gaps and limitations:

• High volume, only:ETLandELTtoolsarecommonlylumped
together with other integration and automation tools. They do
perform many of the same functions. But the similarities end
there. ETL and ELT tools work best for a very narrow use case
ofmovinghighvolumesofdatafromedgeapplicationstoadata
warehouse.Thisisbothaproandaconforthesetools.Whenused
asintended,theyoutperformothertoolsinthemarket.

• Related use cases:Limitationsforthesetoolscomewhenmoving
outsideofthecoreusecase.Thesetoolsstrugglewithapp-to-app
integration, event-based automation, or process orchestration.
It may seem technically workable to use an ETL/ELT tool, but
it will be clear the effort required to build them outweighs the
benefits. It only gets worse when we look at how hard it is to
troubleshootandsupporttheseusecases.ETL/ELTtoolsarethe
ultimate definition of specialist tools. They should be used for
yourreportingandanalyticsprojectbutnotforautomation.

Unmanaged Automation Tools
WetalkedindetailabouttheperilsofshadowITinChapter 4.One
ofthemaincausesisachallengedrelationshipbetweenthebusiness
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andIT.Whenthebusinessdoesnotfeelliketheyaregettingwhatthey
need from IT to achieve their goals, they begin looking to solve the
problemalone.Thatmeansbuyingtheirowntools,hiringtheirown
people,andheadingdownabadpathtoshadowIT.

Some vendors capitalize on this by offering easy-to-use no-code
toolsforintegrationandautomation.Fromtheoutside,theylooklike
agreatfitformeetingmanyoftherequirementswe’veoutlinedinthis
book.Theyarelow-codeandcansometimesorchestratesimplemul-
tistep processes. They are beloved by entrepreneurs and sometimes
embracedbythebusinessbecausetheyareeasy,cheap,andfast.How-
ever,lookscanbedeceiving.NoenterpriseITdepartmentworththeir
saltwouldcondonetheuseofsuchtools,andforgoodreason.While
thesetypicallyhaveagreatuserexperience,theyoftenlackmorefoun-
dational capabilities such as security, governance, compliance, and
monitoring. Building solutions while ignoring these foundational
needscreateslong-termproblemsintheformoftechnicaldebt,data
qualityissues,andsecurityrisks.Evenforsmallcompanies,weighing
the pros and major cons of these unmanaged automation tools is a
wisedecision.

A Primer on Cloud Platforms

CloudcomputingisaconceptthatwasarguablypioneeredbySalesforcecirca
1999.Thismeans,thecloudonaverageisabout10+yearsyoungerthanmostof
thetechnologiesdescribedinthischapter.Forthisreason,notalltoolsclaiming
tobecloudareprovidingthelargerbenefitsofcloudtechnologies.

Bylookingthroughouttheevolutionofthecloud,wecandefinetwodis-
tinctapproachestohoworganizationsdecidedtoadoptit:

• Cloud as a cost-saving mechanism (or cloud optimized / lift & shift
approach);

• Cloudasanenablerfordisruption(orcloud-nativeapproach).
Thisisakeyconsiderationasmostvendorshaveadoptedthecloudfollow-

ingtheformerapproach.Itshouldnotcomeasasurprisesincetheseorganiza-
tionshaveinvestedheavilyintheirowntechstacksforyearsbeforethecloud
emerged.Thus,itwasordersofmagnitudefasterandcheapertoporttheirexist-
ingstackintothecloudthanre-architecting,refactoring,orpotentiallystarting
fromscratch,tofullyleveragewhatthecloudhadtooffer.Let’sdigfurtheron
whycloudnativeissoimportantnowadays.

(continued)
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Cloud Optimized vs. Cloud Native
ThecorevaluepropositionofSaaS is the fact that the traditionalburdensof
on-prem software, namely installation, hardware provisioning, maintenance,
versioning,etc.,areno longeracustomerconcernbutaSaaSconcern.These
benefitsoriginatefromthecloud-nativeprinciplethatdrivestheSaaSarchitec-
turalparadigm.WithSaaS,customerscannotonlystartsmallandgrowover
time,buttheygettosavemoneyoncapex(noinfrastructuretomaintain)and
operationalcosts(lesspeopletooperate).

For instance, let’s talk about Salesforce. When a customer adopts Sales-
force,theydon’thavetoworryaboutsettinguptheirinfrastructure,highavail-
ability, networking, prepare for peak loads, protect against DoS attacks, etc.
ASalesforcecustomerisbuying peace of mindbynotdealingwithsecurityor
scalability concerns, efficiency by having a full-blown robust application pro-
visioned throughtheclickofabutton,and future proof investmentbyalways
runningthelatestandgreatesttechnology.ThisisallbecauseSalesforcedecided
toembracethepotentialofthecloudtoitsfullestbyfollowingacloud-native
architecture.

While there isnostandarddefinitionofcloudnative, there isconsensus
thatitistheresultofbuildingmodernapplicationsforthecloudbyfollowingthe
principlesof“microservices,”“containerization,”and“containerorchestration.”

Ontheotherhand,movingtothecloudwithacloud-optimizedmindset
(e.g.lift&shifttorunthesamecodebaseonthecloud)essentiallyfocuseson
theabilitytorunsoftwareonthecloudandnotnecessarilyonimprovingthe
enduserexperiencebyremovingtheoperationalburden.

Nowimagineifinstead,Salesforceprovidedtheirapplicationruntimesas
aservice,butitwasuptothecustomertodecidewheretorunit(e.g.inwhich
region),howtorunit(e.g.highavailabilitywithmultiplecopiesacrossdifferent
availabilityzones),andhowtomaintainit(e.g.handleversionupgradesonce
ortwiceayear).OnemayarguethewholevaluepropositionofSaaSwouldbe
diminishedasallthoseconcernsarelikewhatorganizationshadtodealwith
duringtheon-premages.

Therefore,platformsthatwerenotborninthecloudbutportedtoitwill
keep the same on-prem concerns such as peak load provisioning, high avail-
ability,observability,versionupgrades,andtraceability.

Fororganizations to fullygrasp thevalueof thecloudandbeingable to
focusonsolvingbusinessproblems,theyshouldlookfortoolsthatwereborn
inthecloud,thatprovideeasierwaystohandlecomplexitywhilelowering(or
completelyremoving) theoperationalburdens fromtheirplatforms,and that
scalehandinhandwithyourorganization.

(continued )
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A Look at a Hypothetical Process
Aswetalkedabout,enterprisesmixandmatchthesetoolstoautomate
their processes. Analysts build frameworks to guide customers on
their journey. Gartner calls their framework Hyperautomation. HFS
researchcallsitOneOffice.Forrestercallsitanautomationfabric.The
underlyingideaisalwaysthatautomationtoolsshouldbeusedwhere
theyfitbest.However,doingthisinpracticeisverydifficultwithout
orchestration.Veryfewcompanies,ifany,haveachievedthebestprac-
ticesthatanalystspropose.

Whathappensinrealityisthedecisionsforapplyingeachtoolare
madebytheteamthatpurchasedthetool.Eachteamuses,andoften
overuses,theirtoolofchoicetotrytosolvealltheproblemsthatcome
their way. Any resemblance of a macro, intentional strategy at that
pointislost.

So far, we’ve looked at the various automation tool categories
andgoneovertheirstrengthsandweaknesses.Now,let’sapplythem
throughahypotheticalprocessinamidsizedcompany.Let’sassume
that the company we are talking about is named FusionSoft, sells a
SaaSproduct,hasaround2,000employees,andistryingtouseahyper-
automationapproach.Theprocessinquestionisbillingandfulfillinga
customerpurchase.ItisbeingautomatedbytheITteamwithlimited
helpfromthebusiness.

Nearlyeverycompanycanrelateinsomewaytoaprocesslikethis.
Apurchasebyacustomer isamomentousevent inacompany,and
the purchase order is often what initiates this. The process touches
several teams, including sales, finance, customer success, support,
andproduct.

Let’sdigintoFusionSoft’spurchaseorder(PO)process.
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Part 1: PO Processing

WhenaPO isfirst receivedbyFusionSoft,anemailarrives ina
shared inbox.This is the business event that starts the process.The
sales operations team used to manually check this mailbox, but the
busyworkbecameoverwhelming.TheythereforebuiltanRPAbotthat
savesthePOattachmentandrunsitthroughanopticalcharacterrec-
ognition(OCR)tool toextract thedata.TheRPAbot thenlogs into
Salesforcewithitsowncredentialsandpastesthedataintotheright
fieldsontheopportunityandaccountobjects.TheRPAbotalsocre-
atesafolderandsavesthePOfileintoasharedstoragedrive.Lastly,it
markstheopportunity“closedwon”intheCRM.
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Part 2: Invoice Delivery

Thecompanyknowstheorderexists.Now,theyneedtosendthe
customeraninvoicesotheycangetpaid.AlltheworkontheERPis
ownedbytheITteamatFusionSoft.TheydecidedtousetheiriPaaS
tooltointegrateSalesforcewithSAP.Alistenerpicksupontheclosed
wonopportunity,anddatabeginsmovingthroughaseriesofAPIsto
createacustomerrecordinSAP,alongwithanorderrecord.Aproduct
isassignedtotheorder,anddatafromtherelatedSalesforceaccount
andopportunityaresyncedover.Next,theiPaaStriggersthegenera-
tionofaninvoiceinSAP.Asalesrepthenneedstodownloaditand
emailitbacktothecustomer.
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Part 3: Provisioning

Afterthecustomerisinvoiced,theyneedaccesstotheproductthey
purchased.Theproductteamhassetupacustomwebhookthatlistens
forplatformeventsinSalesforce.Itcreatesamessageintheirmessag-
ingplatformthatincludesthecustomer’snameandemailaddresses
forprovisioningnewlicensesandafreshworkspaceforthenewuser.
Thatmessagemakesitswaytothevariousplatformsystemsthatmake
uptheproduct.Onboardingemailsarenowsentouttothenewusers.
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Part 4: Success and Support

Once new users are set up, the handoff between sales and cus-
tomer support takes place. Data moves from Salesforce to Zendesk
using a native integration between the apps. This includes account
details,userdetails,andcontractinfotohelpCStrackthelifecycleand
upsell opportunities. Since the support team uses a different system
tomanagetheirtickets(Asana,inthiscase),ashadowITtoolsyncs
casestoAsana.Sincetheteamlikesanonlineformtoolforcustomer
surveys,anothershadowITconnectionwassetuptopullresultsback
intoZendesk.
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Part 5: Product Usage Analysis
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Lastly,afewmonthsintothecontract,theproductanalyticsteam
willbe looking toconduct some in-depthanalysisof thecustomer’s
usage.The amount of data is in the millions of rows, between user
actionsintheapp,frequency,timeinapplication,anduseroutcomes.
Todealwiththisvolumeofdata,afewmonthspriortheteamhiredan
externalconsultanttoimplementanETLsolutiontopullalltheprod-
uctdataoutofthesourcesystemsintothedatawarehouse.Theythen
connectedaBIsolutiontoSnowflakevianative integrationsso they
couldanalyzeandactonthedata.
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(The Not So) End- to- end Automation
Ourhypotheticalprocessisjustaglanceatwhathappensinatyp-

icalcompany.Ofcourse,everycompanyisverydifferent,andtheapps,
steps,andrequirementsforeachindustrywillvary.Aswelaiditout
here,itmaylookandfeelveryreasonable.LikewesaidinChapter 3,
each of these automation decisions, when viewed in their context,
makestotalsense.Thesalesopsteamsawachanceforsomeefficiency,
and they built an RPA bot.The IT team brought in their iPaaS in a
familiarway.TheCS teamwasn’tgettingwhat theyneeded,so they
boughtashadowITtooltohelpthemmeettheirgoals.

Companiesgetbywiththisapproach,anditisthestatusquofor
many.Butwearelookingatthepictureofwhathappenswhenspe-
cializationisthenorm.Let’stalkthroughafewscenariostounpack
thisfurther.

Forexample,let’sassumeaSalesforceadminunwittinglychanges
thelayoutofthefieldsontheopportunityrecord.Suddenly,theRPA
bot,whowasrelyingonfieldlayout,nolongerknowswheretopaste
the data from the PO. It might be several days before the customer
alerts their rep that theyhaven’t received the invoice.Then, the rep
hastocheckinwiththesalesopsteam,askingwhytheinvoiceisnot
availableyetinSAP.Maybesalesopswillfigureouttheproblemand
quicklyfixit,andmaybetheywon’t.Eitherway,thecustomer’sexpe-
rienceisalreadyofftoabadstart.Provisioningisdelayedlongerthan
theyexpected,andthecompanylooksbad.

Whatifasalesrepmistypestheemailaddressforthenewadmin
userwhowassupposedtobeprovisioned inpart3?In thiscase, the
accountwouldbeprovisionedtoanonexistentemailaddress.Again,
several days go by until the customer reaches out, asking what hap-
pened.Inthiscase,ittakessomeseriousdetectiveworkbytheCSteamto
identifywherethebreakdownwas.Again,asimpleandlikelycommon
mistakeresultingintheprocesscrumblingandthecustomerimpacted.

When automation is siloed and specialized, it is hard to figure
outwhatwentwrongandwhere.Inotherwords,trackingdownthe
problem is hard, and there is no built-in exception handling.When
different teamsareoperating insilosandnobodycansee thebigger
picture,itcanleadtothebystandereffect.
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Perhaps more significant is what is missing. How do we find
opportunities for iteration, improvements, and additions to the pro-
cess?Theseintegrationsarerigid.IfFusionSoft’smarketvanishedin
apandemic-likeevent, theywouldhave torebuild. It’sunlikely that
itcouldbedoneintimetorolloutanewproductorpivottoanother
greenfieldopportunity.Thesevarioussolutionslikelytookmonthsor
yearstobuild.Significantchangeisoutofthequestion.

Salesforce is present and connected across nearly all these parts
oftheprocess.Yetthisisdeceptive—silosarelitteredthroughoutthis
flow. The ERP, Zendesk, and the analytics tools are all completely
siloedfromoneanother.Withnodatabeingsharedbackandforth,the
teamsstartoperatingintheirowndisconnectedworlds.Theyendup
workingalone,focusedontheirownareasofexpertise.

The Rise of Enterprise Automation
Lookingbackatwhatweneedtorealizethenewautomationmindset
andthemultipleattemptsofthesoftwareindustrytosolvetheautoma-
tionproblem,it’sevidentweneedsomethingtobringthistogether.We
needtomoveawayfromsolvingoneproblemonlytocreateadifferent
one.Weneedarobust,cohesive,andstrategicapproachtodelivering
onthepromiseofautomation.

This strategic approach to automation requires the ability to
democratizeandenablebroaderteamstoautomate.Itneedstoactas
theglue tobringourapps,people,andspecializedautomationtools
together.Itneedstoorchestrateend-to-endprocesseswhileremaining
easytochangesuchthatwemaintainourplasticity.

This may seem like a tall order, but the reality is that this is all
entirely possible today. This is something companies are already
movingforwardwith.Itiswhatwecall“enterpriseautomation.”
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CHAPTER 17

Enterprise 
Automation

“In the end, a strategy is nothing but good intentions unless it’s 
effectively implemented.”

—ClaytonChristensen

Inthischapter,we’lllookatthetechnicalandbusinesscapabilities
weneedforthenewautomationmindset.We’vesummarizedthe
capabilitiesrequiredforeachmindsethere:
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Wecansee thatdifferent technologies in this spacecoverdiffer-
entcapabilities.Butsomeof these technologiesoffermore technical
valuethanbusinessvalue.OnemightoptimizeforTPS(transactions
persecond),whichmeasureshowmany“messages”oreventsarepro-
cessedpersecond.Thissoundscoolwhenfocusingonthetechnology,
butwhatexactlydoesitmeanforthebusiness?TheTPSratingofan
integrationtoolhasnoimpactonspeed,agility,oreffectivenessofa
businesses.Sowhydowelookatit?

Performanceandcapabilitiesmatter,butonlyinthecontextofthe
resultswewant.AveryhighTPSmightbeimportantforcertainsce-
narios,butdoesthatmeanweneeditforeveryusecase?If it’sonly
applicabletotwoof5,000,shoulditbearequirement?Ordoesithigh-
lighttheneedforaspecializedtoolforthosetwousecases?

Companiesfallintothesekindsoftech-centricviewsoftheworld
totheirdetriment.Manysacrificecapabilitiesthatmattertothe5,000
usecases toaddress theedgecases.Today’sautomationecosystemis
rifewiththisapproach.Thenewautomationmindsetcallsforabroader
viewoftheproblem:onethatalignswiththebusinessoutcomeswe
want,ratherthanthetechnology.Thiscomesdowntofocusingonthe
“thing”wearelookingtostreamline:thebusinessprocess.

Everybusinessprocessiscomposedofoneormoresub-processes.
Eachofthesesubprocessesaremadeof:

•  Humaninteractions:
•• Humantasks(reviewinganexpenseclaim,approvingvacation

time,decidingonthebudgetfornextyear,etc.);
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•• Insights(notificationofnewlysignedcontract,aweeklyreport
ofthetopcustomers,etc.).

•  Systemactions:

•• Dataevents(aninvoicebeingreceived,anewemployeehired,
etc.);

•• System actions (updating a customer record, initiating the
month-endprocess,etc.).

Automatedprocessesneedtoworkwithin thedynamicenviron-
ments of the business. This means these human tasks and system
actionsneedtointeract:

•  Through communication channels such as email, mobile, web-
sites,chatbots,andothercollaborationtools;

•  With apps including on-premise apps, SaaS apps, and cloud
infrastructure;

•  Withthedatawehavestoredinourdatawarehouse,datalakes,
databases,files,documents,andotherlocations;

•  With our partners and suppliers to enable processes that not
only include people and systems inside our company but also
thoseoutside.

Takinga closer look,wecan identify threepillarsof integration
capabilities that we need to support to fully automate our business
processes:

•  Experience: capabilities related to integrating with people—
Employees,customers,andothercorestakeholders;

•  Data:capabilitiesforintegratingdataacrossmultiplesystemsfor
data consistency, system updates, and monitoring for business
eventsinthedata;

•  Process:capabilitiesenablingustotiethesehumanandsystem
actionstogetherintoanend-to-endflowwithexceptionpathsand
leveragingevent-drivenactions.
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To support these integration requirements at scale, we need
to allow for multiple architectural styles. These address the differ-
ent needs of each use case and personas implementing them. Good
architectureenablesteamstobuildsolutionsthatareeasiertooperate,
test,andscale.Italsoenablesthemtosharereusableassetstocutback
onreinventingthewheel.

Reusableassetsandcapabilitiesareasecondaryoutcomeofeach
problem we solve. These capabilities can then be further combined
into“composableautomations.”Consider,forexample,anautomation
thatcreatesanactivedirectoryaccountwhenanewemployeeishired.
Thelogicthatfireswhenanewemployeeishiredcanbereusedacross
otherautomations.Thus,itshouldbepreservedasareusableservice
orevent.Thisproblemisoftennaturallysolvedwhenourteamshave
the process mindset. A process mindset means thinking beyond the
taskofcreatinganactivedirectoryaccount.Rather,theprioritywould
beautomating theemployeeonboardingprocess.Whenwe thinkof
theentireprocess,thereusabilityofnewhirelogicbecomesobvious.

Wesaidthatatechnology-centricviewoftheworldiswhatoften
limitsus.Then,we’ve talkedprimarilyabout technologyconcepts—
theirony!Thekeyofsuccessfulautomationprogramsisnotthetech,
itistheoperatingmodel.Itissoimportantthattheentirenextchapter
is a deep dive on choosing the right operating model. In short, the
operatingmodeldefines:
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•  Howyourteamsareorganized;
•  Theprocessesforidentifyingautomationopportunities;
•  Designingautomations;
•  Buildingautomations;
•  Continuouslysupportingandevolvingthoseautomations.

The operating model is where we put in place concepts such as
democratization.

Choosingtherighttechnologyandtherightarchitectureishalfof
thebattle.Therearemanyexamplesofcompanieswhohavestruggled,
evenafterseeminglygoodtoolandarchitecturechoices.Thefollowing
examplesshowthisinaction:

Example  1: FinanceCo bought the top-rated technology that
theirdevelopersloved.Theychosetobuildacool-soundingevent-
driven architecture.They did not think through their operating
modelinthecontextoftheirbusinessneeds.Twoyearsandtons
of budget later, FinanceCo has automated some things, but the
businessisfedupwiththepace.Then,theyrethinktheiroperating
model,onlytorealizetheirexpensivetechnologydoesnotfitthe
newmodel.
Example  2: RetailCo sees citizen development as a promising
idea. They go out and buy the latest low-code technology. They
open the platform up to everyone in the company to start auto-
matingtheirwork.Buttheydidn’tconsidergovernanceaspartof
theiroperatingmodel.Twoyearslater,theyfindthemselveswith
thousandsofautomations.Thoseautomationsareeitherunstable
projectsorhalf-bakedideas.Theyareopeningthecompanyupto
security risk and slowing the business down.When they realize
theirmistake,itbecomesclearthatthetooltheypickeddoesnot
havethegovernancecapabilitiestheyneed.

These failures are not because of the technology, architecture,
or the spirit of the operating model. The issue is that these three 
elements were not aligned with one another in support of the larger
businessoutcome.

Getting the alignment right between these elements is called
enterpriseautomation.
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Foraformaldefinition:enterprise automationisnotasoftwarecat-
egorybyastrategicapproachtointegrationandautomationconsisting
inacombinationofmethodologies,technologies,andapurpose-built
operating model. It enables CIOs and IT leaders to address process
automation,data consistency, and compositionchallenges such that
theycanaddressbusinessautomationrequirementsholisticallywith
properlygoverneddemocratization.

For a deeper dive into enterprise automation approaches, check
out this free course by navigating to the URL or scanning the QR
codebelow:

Enterprise Automation Platform
Whereenterpriseautomationistherecommendedstrategicapproach
toautomation,westillneedtoanswerthequestionof“Whattool(s)
should I use?”We aren’t talking about a tool to solve a specific use
caseortechnicalproblem.Weneedsomethingtobringtogetherour
people,systems,andspecializedautomationtoolstogethersowecan
refocusonthebusinessprocesswewanttooptimize.Therearenow
newtoolsthatenableustodojustthis.Wecallthem“enterpriseauto-
mationplatforms.”

We’ll start with one of the most important capabilities of an
enterpriseautomationplatform(EAP).Asdiscussedinthepriorchap-
ters,low-codeautomationtechnologyplaysacriticalroleinenabling
both plasticity and democratization. Low code allows us to rapidly
adaptourautomationlandscapeandinparallelenablesmorebuilders

discover.workato.com/enterprise-automation-certification

https://discover.workato.com/enterprise-automation-certification
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fromacrosstheorganizationtogetinvolvedindesigningandbuilding
theautomations.Withallourbuildersusingacommonplatform,we
breakdownsilosandeliminatethefragmentationofknowledgethat
weoftenseewithsiloeddeliveryteams.Ourcross-functionalcommu-
nication,visibility,andtroubleshootingimproves,andultimatelyour
organizations begin to operate as one unified force.Without a tech-
nologythatunifiesourteams,wecan’tachieveourobjectiveofacohe-
siveapproachtoautomation.Therefore,low-code/no-code(LC/NC)
isacentralrequirementofanyEAP.

This core of a unified experience must be supported by a broad
rangeofcapabilitiestoaddresstheneedsforprocess,data,andexpe-
rienceintegration.Thefollowingcapabilitymapoutlinessomeofthe
core capabilities required to deliver on this objective and how they
overlapwithtraditionalintegrationandautomationtechnologies.
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Asshown,webelievethatanEAPneedscapabilitiesthattraverse
multiplesoftwaredomainssuchasAPIM,iPaaS,andRPA.However,at
thesametime,weacknowledgethatsuchaplatformcan’torshouldn’t
trytobeasupersetofeveryotherexistingcategory.Thatistosaythat
specializedautomation toolsstillhaveavery importantrole inyour
broader automation strategy but should be used for the specific use
casesforwhichtheywerebuilttosolve.Itiscriticaltodefinewherethe
EAPshouldbeleveragedandwherecoexistingwithspecializedtools
might be a better approach. The diagram above provides a starting
pointonhowtodrawthislineanddefinewhenandwheretouseyour
existingtools.

Ifwetakeaslightlymorearchitecturalviewofenterpriseautoma-
tion,itlookssomethinglikethis:

OurEAP,supportedbyspecializedautomationtoolswhereneeded,
providesthecommonplatformtoorchestrateourprocessesandcreate
ourprocess,data,andexperienceintegration.TheEAP,however,must
alsosupportouroperatingmodelandthevariousarchitecturestyles
wewillneed.Let’sdivedeeperintothearchitectureweneedtomake
thissuccessful.

Architectural Styles
This is one of the core tenets of a successful enterprise automation
strategyandakeyrequirementforanEAP.Thebreadthofscenarios
anEAPmustsupport is immenseandthereforecouldnotbeimple-
mentedusingasinglearchitectureparadigm.

Forinstance, ifwelookatscenarioslikelegacydataintegration,
wherehighlyspecializedresourceswillbeinvolvedinbuildingthese
capabilities,thenleveraginganarchitecturefocusedonreusethrough
microservicesandAPIswouldbeano-brainer.Theteam’scapabilities
inthiscasematchthesolutionandarchitecturalapproach.

On the other hand, if we have an automation democratization
programinplace,teammemberswitharguablylesstechnicalexper-
tisebutwithawealthofbusinessknowledgewouldalignbetterwith
a point-to-point architecture. With this approach they can focus on
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delivering value by composing systems and assets into end-to-end
processesratherthantryingtocreateassetsthatmayneverbereused.

Thus,multiplerobustarchitectureshavetobesupportedaspartof
yourtoolboxratherthanenforcingasinglearchitectureparadigmthat
mayleadtooverengineeringorwasteofresources.Statementssuchas
“Thisistheholygrailofarchitecturepatterns”areusuallyaredflag.
Thesestatementsareusuallycombinedwith“Byenablingreusability
itwillsolveeveryprobleminyourorganization,”andtheymustalways
betakenwithagrainofsalt.

Thereisalwaysarighttoolorpatternfortherightproblem,and
therefore ifyouareexposed toany“mantra-like”messaging,always
gobackandevaluatehowtheparticularpatternhandlesthedifferent
dimensionsofthenewautomationmindset.Moreover,checkwhether
itprovidestechnicalsupportfor:

•  Orchestration;
•  Plasticity;
•  Democratization.

Chancesare,likeanyothertech-centricsolution,itwillonlycover
certainaspectsofyourautomationneeds.Itmaybegreatforsolvinga
specificproblem,butnosinglearchitecturalapproachisasilverbullet.

Key Architecture Patterns for Enterprise Automation
Thefollowingarethemostfoundationalarchitecturesthatshouldbe
supportedbyanEAP.

Point- to- point (P2P)
Point-to-pointintegrationorautomationsolutionssimplyrefertocases
where we are making basic automated connections between two or
moreapplications.Typically,solutionsthatdon’tincludeanyhigher-
levelarchitecturalpatternsareputinthebucketofP2P.It’sthedefault
pattern when things don’t fit elsewhere. P2P integrations are often
considered an anti-pattern by traditional integration platforms due
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to integration problems of the past.These problems occurred when
teamscreatedhundredsofunmanagedandunmonitoredintegrations
usingamixofcomplexandoftencustomtechnologies.Thiswasan
operationalnightmareandisnottherightwaytoimplementtheP2P
pattern. Despite the bad name, P2P architectures have a time and a
placeinmodernautomationpractices.

Think about the need for less technical personas who want to
startbuildingtheirownautomations.Theyhavetofigureouthowto
interactwithdifferentsystems,understanddifferentdatastructures,
andthinkthroughthevariousexceptions.Thisisneededtogetabasic
automationcreated.Ifontopofthatwenowexpectthemtoalsobuild
reusableAPIsormicroservices,wewouldarguablybesettingthemup
forfailure.Instead, forward-lookingITteamswithintheseorganiza-
tionswilltypicallycreatereusableassetsandservicesfortheseauto-
mationbuilderstouse.Thisenablesservicestobeproperlygoverned
by a central team while still enabling these less technical personas
to focus on delivering value through point-to-point solutions.When
thesesolutionsarebuiltonacommonwell-governedplatform,many
ofthetraditionalP2Pissuesofthepastdisappear.

Event- driven Architecture (EDA)
EDAisarguablyoneoftheoldestformsofintegration(rightbehind
P2P, that is). For the longest time, event-driven architectures have
drawntheattentionofdevelopersandarchitectsalike.Thisisbecause
thereactiveandasynchronousnatureofEDAisusuallyconsideredthe
mostefficient,scalable,andreliablewaytohandleprocessexecution.
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Foundationally, event-driven architecture is all about converting
differentactivitiesacrossyourorganizationinto“events.”Forexample,
wemighthaveasystemmonitoringanaccountspayablemailbox.When
anewemailisreceived,wechecktoseeifthereisaninvoiceattached.
Ifthereis,wegeneratea“newinvoicereceived”event,whichcontains
a reference to the invoice PDF file. From there another process can
initiateeverytimea“newinvoicereceived”eventistriggered,andit
mightproceedtoextractthedataanduploadthisinvoicetoyourERP.

Sohowisthatdifferentfromasimplepoint-to-pointsolution?The
power of this pattern comes in when you now want to extend this
automation. Let’s say you also receive occasional invoices by mail.
Youcannowscanyourinvoiceandhavetheassociatedautomation
createa“newinvoicereceived”event,whichpointstoyourscanned
PDF.Youdon’tneedtoworryabouttherestoftheworkflowbecause
that event will now automatically trigger the process of importing
theinvoiceintotheERP.Thisabilitytoquicklyplugintoandextend
existing automation flows is what makes event-driven automation
sopowerful.
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However,thefactthatEDAtypicallyrequirestheneedforcom-
plexmessagingsystemsandthird-partycomponents(e.g.AWSSQS),
has historically made it too complex to use. Lucky for us, modern
EAPs bring the benefits of EDA while commoditizing the associ-
ated complexity.They do this by managing the complexity of mes-
sagequeues,routing,andeventprocessingbybringingitupalevelto
allowyoutofocusonthebusinessevent.Thismeansyourcompany
canbuildevent-drivenarchitectureswithouttheneedforadegreein
quantumphysics.

Microservices and API Architecture
Microservicesareagreatwaytoclearlydefinereusablebusinesscapa-
bilitieseitherforsystemabstraction(e.g.APItoorchestratenecessary
callstocreatesalesorderinNetsuite)orvaluablebusinesscapabilities
(e.g.a“createcustomerAPI,”whichinturncreatesacustomerrecord
inallrelatedsystems).Microservices&APIsareusuallyconceptsthat
gotogetherasRESTAPIsarearguablythebestwaytoexposemicroser-
vicecapabilities.

Using microservices/APIs enables companies to create building
blockstohelpencapsulatereusable logic,sharedatawithsuppliers/
partners, drive modern user experiences, and even expose business
processesasaservice.EnablingthecreationofAPIsandtheconsump-
tionoftheseAPIsisakeyrequirementforanyEAP.
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Data Hub Architecture
Thegoalofadatahubarchitectureistobethearchitecturalequivalent
of a lightweight master data management (MDM) solution. It has a
focusonbuilding“goldenrecords”forcorebusinessdataentities(e.g.
customer, employee) as well as the corresponding business events
associatedwiththatdata(e.g.newhire,customeronboarded).

Asignificantnumberofautomationsareoftenlinkeddirectly to
core business records (employee, customer, invoice, contract, prod-
uct,etc.)andthereforeitisimportantfortheEAPtoallowandenable
thisarchitecturepattern.Forexample,asacustomergoesthroughits
life cycle with the company, we may want to have other automated
actionstriggered(welcomeemail,billing,gifts,eventinvites,surveys,
etc.).Insteadoftheseautomationstriggeringfromthe10differentsys-
temsthatcontainvariousaspectsofthecustomerrecord,weinstead
centralizethisdatausingadatahubarchitecture.Thisenablesallcus-
tomerrelatedautomationsfromasinglecentraldataandeventsource.
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Thisarchitecturecandrasticallysimplifytheprocessofcreatingfuture
automationsandtherebyfurtherpromotestheabilityforlesstechnical
teammemberstobeabletogetinvolvedandautomate.

Pillars of Enterprise Automation
Aspreviouslydiscussed,wedefinethethreekeypillarsofenterprise
automation as process integration, experience integration, and data
integration.Wewilloftenfindthatindividualcomponentsorstepsofa
processwillfallintooneofthesecategories.Herewewilltakeacloser
lookatsomeofthekeyconsiderationsneededforeachpillar.

Process integration:

•  Orchestration:TheEAPshouldenableustoconnectdisparate
processes, includingtheresourcesandapplicationstheydepend
on.Handlingtherangeoftimingrequirementsandlogicalpaths
oftypicalbusinessprocessesiscritical.

•  Reliable processing:Processesneedtobeexecutedwiththecer-
taintythatbusinesseventswillbedeliveredreliably.Onemissed
recordor transactioncansignificantlyundermineconfidence in
theautomationsolution.

•  Transactional integrity:Transactionsneedtoensurethatincase
oferrors,properrollbacksorcompensationlogicaresupportedto
maintaintheintegrityofthetransaction.Putmoresimply,theEAP
needstobeabletocleanupthemessifsomethinggoeswrong.

Data integration:
•  Connectivity:Connectivityiskeytocapturealleventshappen-

ingattheapplicationlevelandanydatasilo.Removingthecom-
plexityofunderstandingandconnectingtodifferentapplications
cangreatlyincreasedevelopmentspeedandenablemorebuilders
tousetheplatform.

•  Metadata: An EAP should provide the necessary metadata to
understandthedifferentsystems,applications,anddatastoreswe
areworkingwith.Forexample,anautomationbuildershouldbe
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abletoseetherecordtypesandfieldnamesfromtheapplication
theyareconnectingto.Thisgreatlyacceleratesdevelopmentand
enablesmorebuilders.

•  Data  transformation: Given the plethora of applications and
datastructures,thereneedstobearobustandyetsimpleapproach
tohandlingtherequireddatatransformationsthatwewillseein
allautomations.

Experience integration:

•  Unified platform:Somesoftwarevendorshavetriedtobuytheir
way into having full-featured products. However, the customer
reality was a “unified bill” but a completely broken user expe-
rience.Thepromiseofaunifiedplatformcanonlystemfroma
platformthatwasbuiltfromthegrounduptoembraceenterprise
automation.

•  Low- code chatbots:Experienceisaboutmeetingyourcustomers
(oremployees)wheretheyare.Nowadays,platformssuchasSlack
orTeams are becoming “the new UI” empowering much faster
releasecyclesandubiquitousaccesstoapplications.Therefore,an
EAPshouldsupportchatbotsasafirst-classcitizen.

•  Low- code  applications: Along the lines of chatbots, LC/NC
developmentisincreasinglypermeatingeveryaspectofsoftware
development, and UIs are no exception. Thus, an EAP should
supportlow-codeapplicationbuildinginthecontextofenterprise
automation.

Unite Teams Through 
a Common Platform
ThemostimportantaspectofanEAP,andwhatseparatesitfromother
alternatives such as the traditional enterprise service bus (ESB) or
roboticprocessautomation(RPA),istheabilitytodemocratizeaccess
byloweringthebarriertoentryforabroadersetofpersonasacrossthe
organization.
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Thefactthatautomationsaredirectlyrelatedtobusinessprocesses
andbusinessoutcomesimpliesthatthetypeofpersonasbuildingthese
automations should have a wealth of business knowledge. In most
cases,thesepeoplewon’tbespecializedintegrationdevelopers.There-
fore,theonlywaytoalignyourautomationplatformwiththediverse
skillsetsoftheteamisbyprovidingalow-codeexperiencethatallows
buildersofvaryingtechnicalskilllevelstocometogether.

Openingautomationuptoalargersetofbuildersis,however,notto
bedonewithoutplanning.Itneedstobedoneinacontrolledandwell-
organizedmanner.Definingefficientandwell-governedprocessesthat
describehowyourteamswillworktogethertobuildandmanageyour
automationsisultimatelywhatmakesforasuccessfuloperatingmodel
andsuccessfulautomationpractice.Wewilldive intothis further in
thenextchapter.

Recentlywe’veseenanotherinterestingbenefittothisapproach.
HavinganEAPaccessibletoteamsacrossthebusinessisalsobecoming
ajobperkforsomeemployees.Employeeswanttohaveaccesstotools
toimprovetheirjobs,theywanttobeunitedwiththeircoworkers,and
theywant tohelpmakeameaningful impactonthecompany.Over
thenextdecadewewilllikelyseethistrendprogress.Employeeswill
no longerhavepatienceor interest inworkingwithcompanies that
getautomationwrong.Thecompanywhoshowsupwithafragmented
and siloed approach to automating their business will be left in the
dust.Theywillbeinevitablyoutpacedandoutperformedbythosebusi-
nessesthatseeautomationasacohesivestrategytotrulydifferentiate
themselvesandunitetheirworkforce.Aswitheverythinginbusiness,
advantagealwaysgoestothefirstmovers.
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CHAPTER 18

The New 
Operating Model

“We are only as strong as we are united, as weak as we 
are divided.”

—J.K.Rowling

“Ifyoubuildit,theywillcome”iswhatKevinCostnerheardwhis-
peredinhiscornfieldinthemovieField of Dreams.Itmighthave
workedforhisbaseballfield,butitisaterribleideafortechnol-

ogyprojects.“Buildit,andtheywillcome”isacommonmisconcep-
tionthatnewtechnologywillinstantlychangeourcompaniesforthe
better.Unfortunately,millionsofdollarsinfailedtechnologyprojects
sayotherwise.McKinseyfoundthat70%oflargetechnologyprojects
fail to reach their statedgoals.1This isnotdue toa lackof technol-
ogybutthelackofawell-definedandwell-executedoperatingmodel,
whichisthesubjectofthischapter.

Choosing the Right Operating Model
Danisanarchitectwhoworksforanenergyinfrastructurecompany
we’llcallPowerCo.Hedeliveredbigtechnologyprojectsinthepastand
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nowfacedhisnextchallenge.Thecompanymadeanacquisitionthat
hadover10,000employees.Hisprojectwastointegrateandtransform
theHRprocessesofbothcompanies.Therewasahardtimelineforthe
project,which,ifmissed,wouldmaketensofthousandsofemployees
gowithouttheirmedicalbenefitsandpossiblyeventheirpaycheck.No
pressure,right?

Thepressure ratchetedhigherwhenrecentheadlines revealeda
failedgovernmentHRpayrollproject.Whatwassupposedtosavethe
government$70 millionperyear turned intoa$2.2billionwaste. It
wasclearthattheapproximately100HRprocessesthatmadeupthe
projectwereabigdeal.

Dandecidedtolookatbasicchangeshecouldmaketoensurethat
this automation challenge would succeed.To find some inspiration,
helookedatpastprojectsthecompanyhadundertaken.Ashelooked
throughthehistory,hefoundsomethinginteresting.Therewasalong
runoftechnologyprojectsthathadfailed.Thedeliveryofintegration
andautomationwasoftentherootcause.Thesamestoryseemedto
playoutoverandover:

1.	 Projectteamchoosesatechnologytousefortheintegrationsand
automations.

2.	 Onlyasmallnumberof specialistshave theexpertise touse the
newtechnology,creatingadeliverybottleneck.

3.	 Timelinesslip,andstakeholdersgetfrustratedbylackofprogress.
4.	 Thescopeiscuttotrytomanagecostsandtimelines.
5.	 Theprojectfailstodeliverwhatwaspromised.

Dandidn’twanttorepeatthepast.
“OK,soIjustneedtohiremoredevelopers,right?”Danthought

to himself. “I can probably get those from an outside consulting
company.”Unfortunately,hewaswrong.Whilethesekindsofspecial-
istswereavailable,thecostforthatnumberandthatcaliberofconsul-
tantwasfarmorethanhisbudget allowed.Therewasalsonowayhis
companycouldaffordtokeepthisarmyofspecialistsaroundlongterm
tokeeptheseprocessesrunningaftertheywereautomated.

Therootproblemsuddenlycameintoview.Danrealizedwhypast
projectshadfailed.PowerCohadthousandsofpeoplewithimmense
knowledgeofthedata,processes,andapplications,andyetsomehow
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noneofthemcouldhelpcreatetheseautomations.Itwasn’talackof
technicalfeaturesoftheseplatforms,itwasthattheywerenotusableby
95%oftheteam.Atoolwithnobodytouseitprovidesverylittlevalue.

Danneededtofindawayforhiscompanytodelivertheseauto-
mationsusingthepeoplealreadyontheteam.Whenhethoughtabout
itthatway,theanswerwasobvious.Thereweremanypeopleonthe
projectwithdeepknowledgeof thesystemsandprocesses thatsup-
portedpayroll,benefits,talent,andotherHRfunctions.Theyhadall
theknowledgethatwasneeded;hejustneededatooltheycoulduse.

Heknewthatgivingsuchalargegroupofteammembersuncon-
trolledaccesstobuildanythingtheywantedwouldendinamess.The
workhadtobedone,buttheyalsohadtoensuretheresultwasstable,
secure, andeasy tooperateover the long run.He steppedbackand
thoughtthroughthedifferentoperatingmodelshemightbeabletouse
toaccomplishthis.

Automation Operating Models

Mostcompaniesdon’tstoptothinkabouthowtheywilldelivertheirautoma-
tions.Theyoftensimplydefaulttotheapproachtheyareusingtoday.You’llhear
thingslike:

“Steve in IT builds our integrations and automations, so he can figure
itout.”

While Steve is likely an amazing and talented individual, automation is
nottheresponsibilityofasinglepersoninthecompany.Itmustbebuiltinto
theveryDNAofthecompany.Thisrequiresawell-thought-throughoperating
modeltodefinehowteamsacrosstheorganizationwillworktogethertotrans-
formthecompany.

Centralized Hybrid

D = Delivery Team

D

D D

D

D E

D D

DD

D

D

E

E = Enablement Team

Distributed

(continued)



262 CHAPTER 18 The New Operating Model

Thecentralizedmodelisacommonwaycompanieschoosetodeployauto-
mation.Itstartswithacentralteamthattakesrequestsforautomationsfrom
the rest of the company.This team then prioritizes, builds, and operates the
automations.

Thehybridmodelstillhasacentralizeddeliveryteambutisaugmentedby
afewadditionalteamswhoalsodeliverautomationprojects.Thecentralteam
automatestoo,buttheyalsotakeonanewrole,ensuringallteamsarebuilding
inaconsistentway,enablingthemtobeeffective,andprovidinggovernance.

The distributed model flips the typical central model around. It enables
manyteamstoautomate,andthecentralteamfocusesonlyonenablementand
governance.

Each model is optimized for something different. Centralized is best for
control.Itdoesthisbyroutingeverythingthroughasinglecentralteam.Dis-
tributedisbestforspeed,asyouleveragealargesetofpeopleandteamsfrom
acrossyourcompany.

Thisdoesnotmeanthatcentralizedcan’tbefastordistributedisdisorga-
nizedandlackscontrol.Itmeansthatforacentralizedmodel,thecontrolwill
comemorenaturally,andthespeedwillrequireconcertedeffortandinvestment.
Withdistributed,speedcomesnaturally,butinvestmentandfocusareneededto
enablecontrolsandgovernance.

Wemostoftenseecompaniesusethesemodelsinstages.Asyouarejust
startingout,youmaywanttoconsideracentralizedmodel.Itgivesyoumore
controlasyoudeliveronyourfirstautomations.Italsogivesyoutheabilityto
standupyourautomationplatform,establishgovernance,andlearnfromyour
firstfewprojects.Asyourorganizationbecomesskilledatthisnewdiscipline,
youcannowstarttoreplicateitwithmoreteamsinthecompany.Thistransi-
tionsyoutoahybridmodel.Asthecompanyseesmoresuccesswithautomation
andthedemandincreases,thecentralteamcanevolvefromdeliveringautoma-
tionstofocusingmoreonenablementandgovernance.Thiscompletestheevo-
lutionbymovingthecompanytoafullydistributedmodel.Bystartingslow,the
companyisinvestingincontrolsandgovernanceearlyandthenlaterunlocks
thespeedofadistributedapproach.Maintainingastrongcentralgovernance
team is critical to a successful distributed delivery approach. This operating
modeliskeytosuccessfullyachievingdemocratization.

(continued)
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DandecidedtotakethegradualapproachtoworkPowerCoupto
adistributedoperatingmodel.Heimplementedanautomationcenter
of excellence (COE) and began evaluating integration and automa-
tionplatforms.Heknewfromtheirpastprojectfailuresthatchoosing
aplatformthatcouldbeusedbyallteamswasgoingtobecriticalto
thesuccessofthisnewoperatingmodel.Afterevaluatingmanytools,
theyfoundaplatformthatwaslow-code,easytouse,scalable,andhad
stronggovernancecapabilities.

The team built the first automations for the HR program. In
paralleltheycreatedstronggovernanceprocessesandanenablement
programtobringnewteamsonboardtoautomate.Oncetheprogram
gainedmomentum,theybeganautomatingcross-functionalprocesses
suchaspayroll-financereconciliations.Theyonboardedfinanceteam
memberstohelp.ThismovedPowerCointoahybridmodelwithmul-
tipleteamsnowbuildingintheplatform.

Theteamthendoubleddownonenablementbybuildinganauto-
mationresourcecenter.Itwasawebpagethatanynewteaminterested
inautomationcouldusetolearnabouthowtogetinvolved.Theyalso
createdacommunityforpeopletoshareideasandsuccessstorieswith
oneanother.Thisdoubledasbothawayforteamstolearnbutalsoa
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waytogeneratemoreinterestinautomation.Othersinthecompany
begantakingnotice,andhestartedreceivingrequestsfrommultiple
teamstojointheautomationmovement.

TheHRprogramwasanepicsuccess.Theprojectcameinontime,
onbudget,andmodernizedtheHRprocessessignificantly.Employee
experience was greatly improved, and the HR team was ecstatic.
Theywereabletostartfocusingonmorestrategicprojectsinsteadof
workingovertimesimplytryingtokeepthelightson(astheydidin
thepast).DanandhisteamreceivedapersonalemailfromtheCEOof
PowerCocongratulatingthemonsuchasuccessfulprojectandthank-
ingthemfortheimpacttheyhadmadeonthecompany.Asaresult,
Danwaspromotedtotakeonamoreseniorlevelroleintheorganiza-
tionandhelpedcontinuetodriveautomationacrossdifferentpartsof
thebusiness.

The storyofPowerCoshows that the rightoperatingmodel can
be the difference between constant failure and widespread success.
It is abouthowweautomate.Wehave toexecute fasterwith strong
controls.Thetechnologyshouldnotgetintheway.Ifourtechnology
keepsusfrompickingtherightoperatingmodel,weneedadifferent
technology.

Leading the Change
Sayweknowourproject,andwe’vepickedtheoperatingmodelthat
worksforus.Soareweautomatingyet?

Goingfromzerotoherowithautomationdependsentirelyonour
abilitytolead.Itisamatterofguidingthecompanydownapathof
change. Applying automation to all corners of our business is a big
dealandwillalmostcertainlychangethewayemployeesdotheirjobs.
Itmightbeagoodchange,butit’schangenonetheless.

Peoplerefer to thechallengeas“moving the600-poundgorilla.”
Imagineyou’reazookeeperandyouneedtomovea600-poundgorilla
fromoneroomtoanother.Ittakeseveryoneworkinginunison.You
canpushonthatgorillabyyourself—atbestyou’llgetverytired,and
atworstyou’llhaveanangrygorilla.Acrewisnecessary,thezooneeds
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tobeemptiedofguests,andanemptyexhibitneedstobeready.Most
importantofall,youneedawillinggorilla.

Changeinacompanyrarelyhappensthroughpushingortelling
peoplewhattodo.Muchlikethegorilla,thiswilljustresultinanger
andfrustration.Forthisreason,afterunsuccessfullytryingtopushthe
companytowardsautomation,manygiveupandfeelthatthetaskis
toobigtotakeon.That’swhyawell-plannedapproachtotheproblem
ofmovingthegorillaiscritical.

Thebottomlineisthatthegorillawillmovebutonlyif itwants
to move.Therefore, you need to think less about forcing the gorilla
tomoveandmoreaboutmakingthegorillawanttomove.Maybewe
pilethegorilla’sfavoritesnackintheotherroom.Maybeweusepeer
pressureandgetabunchofsmallergorillasintheroomtopiquethe
600-pounder’scuriosity.

Wemayhavetakenasillyanalogytoofar,but thetechniquesto
make a successful large-scale organizational change are exactly the
same.Amixoftherightincentiveswiththerightsocialpressurewill
helpanycompanymoveintherightway.Withautomation,wewant
to put the right operating model in place and fuel it with a culture
of automation.Thiskindof change impactsmanypeopleacross the
company,andtheyneedtobeonboardwiththechange.Thekeypeople
you need to consider when looking to implement an automation
strategycanbegroupedintothreecategories:

1.	 Leadership:The widespread use of automation requires buy-in
andsupportfromthetoplevelsofthecompany.

2.	 Automation	builders:Thosewhobuildandmaintaintheauto-
mationsforthecompanywillneedtolearnnewskillsandtakeon
newchallenges.

3.	 Automation	recipients:Whenautomatinganybusinessprocess,
thereisawiderangeofemployeesandcontractorswhosejobsmay
changeasaresultofthatautomation.

Eachof thesegroupshasvery specific incentives.Tellinganyof
themwhattodoistypicallynotgoingtoendwell.Instead,wewantto
reallyunderstandtheirincentivesandhelpshowthemhowtheywill
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be better off. In the following table we list each group, their typical
incentives,andthekeymessageswefindresonatewiththeseteams.

Asthesekeymessagestakeroot,youwillbegintoseeamovement
inthecompany.Reachingthatpointisnotamatterofaquickemailor
PowerPointpresentation.Thesekeymessagescanbemetwithskep-
ticism and some degree of resistance. Therefore the most effective
methodofhavingthesekeymessagesresonateisnotbysayingitbut
byprovingit.

Startyourjourneybyautomatingahigh-impactandhigh-visibility
process.Thissuccessstorygivesyouacredibleandreal-worldexample
of how automation can change your company for the better. This
enables you to support the message with evidence rather than just
words.We’llcallthisfirstautomationour“quickwin.”Forthelead-
ershipteam,youcanusethisquickwintoshowhowmuchfasterthe
process isafterautomation, thereductioninmanual labor,andpos-
sibly the improved employee or customer experience. Showing the
impactofautomationtoaleadershipteamusingtheirownprocesses

Team Incentives Key	Messaging

Leader-
ship

Theleadershipofmost
organizationswillcare
primarilyaboutcosts,
revenue,andspeed.

Shareinsightsintotheimpactof
automationandhowitcansave
money,allowthecompanytomove
faster,andinsomecasesincrease
revenue.

Auto-
mation
builders

Theautomationbuilders
wanttomakeapositive
impactontheorganiza-
tionandwanttohavethe
knowledge,tools,and
controltodothis.

Provideaneasy-to-usetool,train-
ing,andguardrailssothatallthey
havetodoisbringtheirknowl-
edgeoftheprocesstheywantto
automate.Removingthebarriersto
entryiskey.

Auto-
mation
recipi-
ents

Automationrecipients
havetheirjobstodo;they
don’twanttheirdailypro-
cessestochangeunless
it’sgoingtochangefor
thebetter.

Showhowapost-automationworld
enablesthemtodomoreofthe
high-valueworkandlessboring
andrepetitivework.Also,reinforce
thattherobotsarenottakingover.
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isbyfarthemosteffectivewaytodemonstratethebusinessvaluethat
can be achieved. Even if you are the CEO, this approach can boost
confidencethatautomationlivesuptothehype.

Thissamequickwinstorycanapplytootherteams.Fortheauto-
mationbuilders,you’reabletoshowbothhoweasyitwastodoandthe
kindofimpactithad.Whenemployeesseetheircoworkersbuilding
automationsandmakingabigimpact,itgivesthemthefeelingof“If
they can do it, I can do it.” Sharing this story also gets the creative
wheels turning. Individualswill start thinkingupnew ideasofhow
theycanautomateprocessesintheirrespectivedepartments.

Lastly,thequickwingivesyourautomationrecipientsanexample
ofhowautomationmakes jobseasier.Maybe theygotmore time to
focus on priority work, worked less overtime, or could take a vaca-
tion.These early wins can help overcome the fear instilled by anti-
automationheadlines.Assillyas it sounds, it isa realconcern.The
quickwinstorycanshowthatautomationisnotsomethingtofearbut
somethingtobeexcitedabout.

The lastandmost importantrole isyourrole.Whoeveryouare,
andwhereveryousitinthecompany,youcanbeanautomationcham-
pion.Everycompanyneedssomeonetoseetheautomationopportu-
nityandpaintavision.The fact thatyouare reading thisbookand
havegottenthisfarlikelymeansyoubelievethisispossible.Nowyou
arearmedwiththeknowledgeofwhat it takestomakewall-to-wall
automationareality.Thismakesyoutheidealchampionforautoma-
tion.Itdoesn’tmatterifyouareanITarchitect,afinanceanalyst,or
theCEO.Organizationshaveseenpeopleinalltheserolesinitiateand
drivemajorautomationinitiatives.

Younowknowwhyautomationisimportantandhowtomakethis
changeinyourcompany.There’sonlyonethinglefttodo.Start!

Note
 1. Bucy,Michael,AdrianFinlayson,GregKelly,andChrisMoye,“The‘How’

of Transformation,” McKinsey, May 9, 2016, https://www.mckinsey	
.com/industries/retail/our-	insights/the-	how-	of-	transformation.

https://www.mckinsey.com/industries/retail/our-insights/the-how-of-transformation
https://www.mckinsey.com/industries/retail/our-insights/the-how-of-transformation
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CHAPTER 19

The Future of the 
Enterprise

“Today, do what others won’t so tomorrow you can accomplish 
what others can’t.”

—SimoneBiles

“The internet is entering its Lego era” announced a New  York 
Times article in2006.1Thearticle listedbuildingblocks that
developersusedastheystitchedtogetherwhatbecameknown

as“Web2.0.”Oneofthesebuildingblockswasarecentannouncement
from Amazon called S3, or Super Simple Storage, the root of what
becameknownasAmazonWebServices,orAWS.

Today,AWSisacornerstoneofcloudcomputing,buttheplatform
hadsimplebeginnings.Itwasnewtotheworldin2006,buttheori-
ginstorygoesallthewaybackto2000.Atthetime,Amazonwastry-
ingtorolloute-commercesolutionsforthird-partyvendors.AsAma-
zonCEOAndyJassy (whowasJeffBezos’schiefof staffback then)
tellsit.theirdeveloperswerefrustratedwiththeamountoftimethey
werespendingbuildingandmaintaininginfrastructure.Theyfeltlike
theywerereinventingthewheel.What theyweretryingtobuild for
theircustomerswasnotpossiblewith their softwarestack.“Around
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theyear2000,webecamea servicescompanyandreally foundreli-
gionaroundaservice-orientedarchitecture,veryquietly,”saidJassyat
a2017 lecture.2

Theyaskedalltheirtechnicalteamstohavewell-developedAPIs
availableforotherteamstouseatAmazon.Thatposturegavethemthe
nimblestructure todeliverservices forMerchant.com. Italsogave
themanidea.Iftheywerefacingthisproblem,othercompaniesprob-
ablywere,too.

Amazon’sinnovationisthefirstknownexampleofthenewauto-
mationmindset.Inaway,itismuchlikeLego,astheNew York Times
article described. With the building blocks handy, and no overhead
workwithinfrastructure,allittakesisafewcreativemindstocomeup
withsomethingspecial.

For Amazon, that special something was AWS. The AWS infra-
structure is still used internally at Amazon, supporting the delivery
of2.5billionpackageseveryyear.Buttherealstoryhappenedwhen
AmazonrolledtheAWSproductouttothepublic.AWSmadeup 59%
ofAmazon’s$22.9billionprofitbeforeinterestandtaxesin2020.3

ManycompanieshavetriedtoemulatetheAmazonapproachover
theyears.ButAmazonhasanarmyofthebesttechnicaltalentinthe
world to accomplish its vision. Companies that copied the Amazon
approachhavehiredmanyexpensivedeveloperstomakeithappen.

Inthoseearlydaysoftheinternet,Amazondemonstratedallthree
elementsofthenewautomationmindset:

1.	 Process	mindset:Leadershipcomparedwhatwasbuilttowhat
they were trying to achieve for customers. They realized they
could eventually build what customers needed, but it was not
a good long-term approach.They broke everything down to its
componentpartsandrebuiltfromthegroundupbyfocusingon
theoutcome.

2.	 Growth	 mindset:The systems that Amazon was working with
hadeightyearsofhistory.Careerswerestakedonthem.Billions
of dollars of transactions were pouring through them. But
Amazonembracedchangeandwaswillingtounlearneverything

http://merchant.com
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theythoughttheyknewtostartagain.Theyalsodidsoinsteadof
turningawayfromtheplanstheyhadforMerchant.com.

3.	 Scale	 mindset: Low code, as we know it today, wasn’t around
in the mid-2000s. Amazon still empowered people with creative
ideastobuild.AndyJassynotedthattheaveragecompanyatthe
timespent70%ofitstimemaintaininginfrastructureand30%of
itstimecreating.Hefigurediftheycouldfindapathtoflipthaton
itshead, itwouldbeworthwhile.Today,requiredinvestments in
infrastructurehavedropped.Morepeoplethaneverputtheirideas
toworkandcreate.

Today, lowcodemeansthenewautomationmindset isavailable
to everyone. Companies of all sizes no longer have to dream about
becominglikeAmazon—theycanbuildprocessesandstructureslike
Amazon fromdayone.Let’s lookat thestoriesof tworeal start-ups
whodidjustthat.

From the Brink of Extinction  
to an IPO
You’llremembertheToaststoryfromChapter 1:Thankstotheirquick
thinking,theysavedthemselves,andthousandsofrestaurants.Inthis
chapter,we’lltakeacloserlookattheirstoryandimpact.

Restaurantsareanotoriouslyhardbusiness.Restaurateursover-
comelowmargins,highturnover,andtoughcustomerstofollowtheir
passion.Manydoitwithaloveforfood,andotherswithapassionfor
community.Butonethingisforsure:nooneeverwentintotherestau-
rantbusinessforthepaperwork.

Helping restaurants focus on their passion while simplifying
busywork is one ofToast’s first principles. “The restaurant industry
isoneof themostdiverseandhardworking industries in theworld.
Inmanyways,it’sbeenunderservedbytechnologyandfinancialser-
vicesinregardstomodernizingintoadigitaleconomy,”notedChris

http://merchant.com
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Comparato,Toast’sCEO.4Amongothercapabilities,Toast’spoint-of-
sale (POS) platform enabled restaurants to easily accept credit card
paymentsforin-persondining.Thingsweregoinggreat,andinFeb-
ruary2020,thecompanyraised$400 millionata$5billionvaluation.
Then, in the words of CNBC, “A month after that mega-financing
round,italmostallcamecrashingdown.”5

In March 2020, restaurant revenue plunged by 80%, and Toast
wasleftholdingthebag.“Iremembereverydaygoingbythinking,`oh
myGod,we’regoing to lose it.’”saidKentBennett,oneof theearly
investors inToast.6Toast went from having the best strategy for the
best market to having no market at all. Instead of closing up shop,
Toastdoubleddownontheirstrugglingcustomersinthoseearlypan-
demicmonths.

InapublicletterinearlyApril2020,CEOComparatosaid“There
isnoplaybookfornavigatingaglobalpandemic,butatToastwewill
doubledownonourefforttosupportourcommunityandbecomethe
leadingplatformforrestaurantsofallsizes.”6

Over the next few months,Toast rapidly rebuilt.They launched
products tofit thenewpickupanddeliverydiningworld.Twosuch
examples are the introduction of theToast Go 2  mobile POS device
andToast Order and Pay contactless payment.These offerings were
designedtomakeiteasierforrestaurantstokeepupwiththerapidly
changinghealthadvisoriesandkeepdinerssafe.7

Notonlydidtheyneedtobuildnewproducts,theyalsoneededto
changehowtheyonboardedcustomers,asmuchofwhatusedtohap-
penliveneededtobecontactless.Toast’smissionwastohelprestau-
rants.Restaurantsneededhelpmorethanever,soToaststeppedinto
fillthegap.BythetimeToastfiledfortheirIPOinOctober2021,they
hadgenerated$644 millioninrevenuethatyear,nearly5xtheir2020
revenue.Theysupportedover48,000restaurantlocationsatthattime,
whichwasupfrom20,000 in2019.8

Because Toast truly embodied The New Automation Mindset,
theycouldquicklyreactandrespondtoamarketcrisiswhilecarrying
thousands of other small businesses on their shoulders. It’s an
inspiringstory.
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ItistemptingtothinkaboutTheNewAutomationMindsetasan
endgoal.Ifwereachthemagicalpeakofthemountain,wethinkour
journey is complete. It’snot true.Plasticityand thegrowthmindset
meanwe takeonanynewchallengesandreinventourselves. It isa
calltoalwaysbeimproving,andalwaysbelookingforwaystobemore
nimble. Toast could have rested on their laurels and celebrated an
incredibleIPO.Butinsteadtheyareworkingharderthanevertobuild
adifferentkindofcompany,anunstoppablecompany thathopes to
thriveinthedecadestocome.

Using Pandemic Momentum 
to Push Upmarket
Navan(formerlyknownasTripActions)isanothercompanywithan
amazingstory.Theyalsohadanear-perfectresponsetothepandemic
fallout.BeforeMarch2020,businesswasbooming.Theyhadrecently
completed a funding round at a $4B valuation and were planning
an IPO later in the year. Once the pandemic struck, business travel
evaporated. Navan customers were cutting their travel budgets and
trying togetoutof theircontracts.Thecrunch led toa95%drop in
revenue.9Foratime,thecompanyshiftedtosurvivalmode,savingcus-
tomercontractsandconvincingemployeestostay.

Like thestartup in thepreviousstory,Navanhad topivot their
product very fast to keep the business alive. Navan Expense, an
experimentalspendmanagementproductNavanhadlaunched,had
only43customersatthetime.ObserverswereskepticalthatNavan
Expense could succeed in a crowded corporate card market. With
thecliffNavanwas facing, takingtheriskandgoingall-inwas the
onlychoice.

Navan Expense was intended to help employees pay for flights,
hotels, meals, and car rentals. In pandemic time, the spend shifted;
employeeswerenowlookingforwaystobuyworkfromhomesupplies,
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suchasdesksandmonitors,ormealdelivery.Because thecompany
wasbuilttopivotandevolvequickly,theycouldplacebetsinacrisis.
Itturnedouttobeagreatdecision—NavanExpensebecamethestart-
up’sfastestgrowingbusinessline.10

The success of Navan Expense helped Navan survive until
businesstravelbegantopickbackup.Atfirst,thiswasonlyhappening
upmarket,intheenterprisesegment.Whilemostsmallbusinessescut
travelspend,somelargeenterpriseskepttheirs.Theyalsobroughtthe
budgetbacksoonerasthepandemicworeon.Seeingthis,Navanbuilt
moreenterprisefeaturestomoveupmarket.

Navan was not content to rest on their laurels. In mid-2022, I
asked Navan CIO Kim Huffman what was next. She shared three
priorities:

•	 Resiliency:continuingtobuildforflexibilityandscale;
•	 Maturity:lookingbeyondtaskstoenhancetheoverallcompany

capabilities;
•	 Growth: enabling the company to pivot to new growth seg-

mentsfast.

Readingthisstory,youmightsayNavanalreadyembodiesallthese
values. And compared to other companies, they do. But companies
withthenewautomationmindsetarenotcontenttoreachanendgoal.
Theyareconstantlytransforming.Kimstillfeltlikethecompanyhad
toomanypoint-to-pointintegrationsandnotenoughAPIs.Shewanted
tokeepbuildingtheirservice-orientedarchitectureandfindingmore
waystobenimble.Theycareaboutbuildingontheirsuccessbecause
ofwhoNavanisasacompany.

Today,asbusinesstravelhasreturned,Navanissoaring.Theyare
strongerandmoresuccessfulthanever.Inmanyways,thechallenge
of the pandemic strengthened them. While March 2020 saw a 95%
dropinrevenue,October2022sawthemannouncinga$9.2Bvalua-
tiondespiteahistoricallytoughmarketforSaaS.11Thetimingoftheir
announcementisnoteworthy,asitcomesatatimewherecompanies
whowerebuilt forgrowthatall costsare tightening theirbeltsand
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layingoffemployees.Whiletherestoftheworldisweatheringanew
marketstorm,Navanisunstoppable.Theyareanamazingexampleof
thefutureoftheenterprise.

The Future of the Enterprise and 
Becoming Unstoppable
Thenewautomationmindsetisanewwaytothinkabouttechnology
andadifferentwaytothinkaboutbusiness,butattheheart,itisapath
tobuildingunstoppablecompanies.Earlier,wediscussedthecomplex
concept of antifragility. It is this concept that Nassim Taleb coined
from his observations of nature and evolutionary processes. Adapt-
ableor resilient thingscanremain the samedespitechallenges.But
somethingthatbecomesstronger,better,andmorepowerful,resem-
blestheHydraofancientmythology:Ifyoucutoffonehead,twomore
growback.Talebsays,“Theresilientresistsshocksandtriestostaythe
same;theantifragilegetsbetter.”

In the early 2000s, Amazon was on to something. While many
thoughttheywerereinventingthebookstore,Bezoshadabiggervision.
Buildingacompanyona services-orientedarchitecturewasabetter
waytodothings.Itturnsout,whattheyhadbuiltwassopowerfulthat
itbecameoneofthemostsuccessfulcompaniesinhistory.AWSkicked
offthecloudrevolution,empoweredthecareersofmillionsofpeople,
and propelled countless other companies to success. To build this,
Amazonhadtohireanarmyofengineers,andtheybuiltsomething
nooneelsecould.YoucouldsayAmazonistheOGofthenewauto-
mationmindset.

The changing landscape of software, with the low-code/no-code
revolution underway, means that companies such as these are tak-
ingtheopportunitytobecomejustlikeAmazon.Theoutcomesspeak
forthemselves.Today,thechancetobuildunstoppablecompaniesis
moreaccessiblethanever.Thenewautomationmindsetisnolonger
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onlyreservedforcompaniesthatcanaffordarmiesofengineers;itis
availabletoanycompany,fromthecardealershipdownthestreettoa
100-year-oldFortune500behemoth.

Unstoppable companies will be able to respond to existential
threats not by hiding in a hardened bunker but by embracing the
threats and using them to become stronger.The potential outcomes
aresoexciting,andthepossibilitiesareendless.Buttogetthere,we
havetochangeourmindset.
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CHAPTER 20

The New 
Career Paths

“You stay elite by constantly moving forward.”

—BobMyers,2-timeNBAexecoftheyear

In 1908, Daimler Motoren Gesellschaft launched their first auto-
mobile.Itwasoftenhailedasthe“carofkings.”Ittookafactory
of1,700employeestoproducearound1,000carsperyear—hand

assembledfortherich.ItwouldlaterbeknownastheMercedes,and
itwasadreamforcarowners.Itisstillsoughtafterbycollectorstoday.

Despite their success, theMercedeswasnot thecar that revolu-
tionized transportation. That distinction belongs to Henry Ford’s
Model T. Thanks to the assembly line, Ford packaged the innova-
tionsoftheMercedesintoaproducttheaveragefamilycouldafford.
DavidHounshellobservedthat“Industrialsocietywashighlyadvanced
atthetimetheassemblylinecameintobeing.Butonceitcameinto
being, it was so productive that very few things were made without
thelineafterthat.”1In1908,Fordproduced10,000 ModelTs.By1925,
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productionhadscaledtoanincredible9,000carsperday.Someana-
lystscreditFordforcreatingtheAmericanmiddleclass.Hisworkers
notonlycouldaffordaModelT,buttheyhadthetimetodriveitthanks
toFord’screationofthe40-hourworkweek.

“ForgettheModelT—Ford’sreal innovationwasthemovingas-
semblyline.Itdidn’tjustusherintheageofthecar;itchangedwork
forever.” And yet, “like a lot of [Ford’s] other industrial production
insights,theassemblylinewasmetwithhatredandsuspicionbymany
ofhisworkers.”2Itisstrikingthatyearsafterarevolutionaryinnova-
tion,thefearofchangeisforgotten.

Fear of change is part of human nature. Today, many are
concernedthatrobots,AI,andautomationwillmakeusallredundant.
Somepoliticiansandjournalistsarebuildingcareersonthisage-old
fear.The fear expands beyond tech, but even within tech with the
rapidadvancesofgenerativeAI,peoplestarttowonder.Whentech-
nologypromisestochangethewaywework,wenaturallyreact:

•  Whatwillthisdotojobs?
•  Howwillmycareerpathchange?
•  Whatkindofnewroleswillgrowinvalue?
•  WhatcanIdotostayahead?

Wespentthisentirebookdiscussingthebenefitsandapproaches
to automation. I think it is fitting that we conclude by answering
theseburning individualquestions.Wewant todoourbest topre-
pareyouforthenexttechnologicalrevolution.Wealsowanttotalk
openly and plainly about the inevitable changes that will affect all
ourcareers.Lastly,wewanttoexplorewhatthesechangeswillmean
forsociety.

Change isconstant,butsome innovations, suchas theassembly
line,haveanoutsizedimpactonsociety.Thegoodnewsisthatwehave
seenthisbefore.Historyisonourside,astechnologyhascreatedmore
opportunity every time. In fact, MIT research shows that 60% of all
jobstodaydidnotexistbeforethe1940s.3
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The Explosion of Economic Value
Agreatexampleofthepowerofautomationtocreatejobsistheauto-
mationofmusic.

Ambitious eighteenth-century inventors tried for years to auto-
matemusicbycreatingrobotviolinistsandotherhumanreplicasthat
wouldplayinstruments.Yetrobotviolinistsdidnottransformmusic.
Rather, the invention of recorded sound automated music led to a
hugeexplosionofcreativityandvalue.

In the late 1800s, there was concern that recorded sound would
ruineverything.ColinSymes, inhisbookSetting the Record Straight,
explains:“Themusicalelites . . . fearedthephonographthreatenedthe
aestheticandmoralconditionsofmusic . . . itsintroductionprovoked
industrialunrestamongWashington’scivil servants,who feared that
thephonographwouldleadtonumerousredundancies.Indeed,thefirst
itemfordiscussionattheinauguralconventionoftheNationalPhono-
graphicAssociationin1890dealtwiththisissueandhowtomitigate
thefearofthephonographgenerating‘technologicalunemployment.’”4
Afterall,ifyoucouldjustspinarecord,whyhiremusicians?

It turns out, this was a really bad prediction. The successful
releaseofrecordedmusictodayhasthetotaloppositeeffect.Thousands
of new jobs spawned from this one innovation. A sold-out arena
concerttourafterapopularalbumreleaseisagreatshowcaseofthe
sheer economic power unleashed by recorded sound. From roadies
toconcertpromoters tomerchboothmanagers,everyonecancredit
recordedsoundfortheircareer.Newindustrieswerecreatedasnew
channelsfordistributingandmonetizingmusicgrew.

Without recorded sound, life would be much duller. Certainly,
therewouldhavebeennoradio,TV,Spotify,Alexa,orpodcasts.Steve
Jobswouldhavenever launchedthe iPod.Wecanfollowthethread
ofprogressinallsortsofinterestingdirections.Afterall,withoutthe
iPod,wouldtherehavebeenaniPhone?Ourworldwouldlookdrasti-
callydifferentifthenineteenth-centuryeliteshadhadtheirwayand
squashedEdison’sinnovationofrecordedsound.
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How Automation Is Changing 
Career Paths
Whilebots thatmimichumanworkandgenerativeAImodelshave
been grabbing the headlines, an exciting career revolution has been
playingoutquietlyinthebackground.Low-code/no-codeautomation
platforms are fueling a new creative explosion in companies. If you
havegottenthisfarinthebook,youshouldhaveagoodunderstanding
of how the new automation mindset creates more opportunities for
peopleandcompaniesthaneverbefore.

Morebusinessleadersareseeingtheopportunitiesthatlow-code
automationwillcreate.Forexample,arecentarticlefromDavidPeter-
son, titled “Why ‘No Code Operations’ Will Be the Next Big Job in
Tech,”captureditwell:“IfIwerethinkingabouthowtobreakintoa
startuprightnow,Iwouldstartbuildingwiththese[lowcode]tools
immediately.Evenbetter,I’dstartmyownbusinessonthesidewith
onlythesetools.”5

Roles focused on low-code/no-code technology are appearing in
thousandsofcompanies.Manyofthemhavetheword“operations”in
theirtitles.ITistaskedwithsupportingandenablingtheseoperators
withmoreaccessibletechnology.Thegrowingcapabilityofoperators
willcontinuetofueldemandforthesetypesof jobs.Everyonehasa
newchancetopositiontheircareersforthischange.Let’stakeacloser
lookathowoperationscareersarespringingupincompaniesaround
theworld.

Operation Roles and the Wonderful 
World of BigOps
Thenewoperator(orops)rolesareappearingineverycornerofthe
company, from sales to security. As software stacks grow in every
department,theserolessupportthem.Thegrowingecosystemthatis
emergingaroundtheseprofessionalsiscalledBigOps.
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Notsolongago,thephrasemarketingoperations,orMOps,was
meaningless.Now,itisamajorandviablecareerpathforthousands.
Theenormousmarketingtechnologylandscapehasforcedtheseroles
toexist.Manymarketing teamsmanage theirprocesses fromend to
endwithouthaving to relyon IT.Demand for theseprofessionals is
onlygrowing.Attheendof2021,morethan250,000 LinkedInusers
intheUSandnearly600,000 worldwideincluded“marketingopera-
tions”intheirprofiles.Thesitealsolistedmorethan15,000openposi-
tionsformarketingopsprofessionalsatthattime.6

BigOps is more than simply a job category, it’s a bigger indica-
tion of how business is transforming and what is becoming critical.
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The  BigOps movement shows us how the process mindset and the
ability to weave our people, processes, and technology together are
becomingfoundationalrequirementsfornearlyeverybusiness.Ifevery
businessneedsBigOps,operatorswillincreasinglybecomecritical.

IntheearlydaysofMOpsroles,optimizingavarietyofmartech
appswasthecoretask.Today,theirroleshaveexpanded.Automation
ispoisedtobecomemuchmorecentraltotheMOpsrole.Theyarean
exampleofpotentialinnovators;withtherighttech,theycanmakean
impact.Theirvaluegrowswhentheycanapplytheircreativityunin-
hibitedbytechnology.

Similaropportunitiesexistineverycompany.JobsintheBigOps
ecosystemwillgrowinimportance.Otherexamplesinclude:

•  HRopsmanagerswillautomatetheentireHRprocessfromhire
toretire.Newemployeeonboardingwillbetotallyautomated.

•  SalesOps managers will automate lead routing, SDR compen-
sation,andjust-in-timesalescallprep.

•  SecOps managers will automate security alert management.
Theywillrunautomatedcheckstoensurethesecuritypostureis
uptodate.

Ineachexample,theseopsrolesarealreadyexpertsinthetechnical
aspectsoftheirroles.Empoweringthemtoautomatecompany-wide
processeswillsimplyfueltheirsuccess.

How IT Roles Will Grow in Value
Wehavetalkedabouthowbusinessrolesarechanging—whatabout
IT?WementionedearlierthatITneedstobeelevatedtoahigh-profile,
high-impactguiderole.This role iscrucial forempowering thenew
automationmindsetacrossthecompany.Asaresult,ITprofessionals
willalsoexperiencesomechangesintheirjobsasautomationbecomes
moreprevalent.
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BigchangesinITarenotuncommon.Inthelastdecade,IThad
to move from racking and stacking servers to cloud migrations. IT
managerswerenolongermanagingbitsandbytesintheiron-premise
infrastructure but managing cloud vendors and compute environ-
ments.ThisledtoITsettingupnewDevOpspipelinestoleveragethe
uniquecapabilityofthecloudtosupportamoredynamicapplication
buildprocessandarchitecture.Byenablingdeveloperstobuildbetter
softwareandservices,thevalueoftheirITskillsgrew.

ITmanagersusedtofightforheadcountandbudgettomeet allthe
demandsthrownatthem.Thepandemicturnedthatupsidedownfor
atime.TherapidmobilizationofITproswaskeytokeepingthedoors
open. Budgets were much looser to enable remote work. But as we
entertheroughpost-pandemiceconomy,thesebudgetsarereturning
tonormal.Demandisyetagainoutstrippingresources.

EventhoughITbudgetsmaybeshrinkingagain,thescopeofITis
growingandevolving.CompanieswillbecomemuchmoreIT-focused
as app builders and BigOps pros use low-code tools. This changing
modelmeans IT takesona leadership rolewith securityandgover-
nance.Bydemocratizingtheabilitytocreateappsandautomatework-
flows,bottlenecksthatusedtoplagueITarebeingclearedbybusiness
experts.WorkwithintheITdepartmentisalsochanging.Automation
isaforcemultiplierforthefunction.Withmoreautomationoftasks,
ITtimeisfreedupforleadership,andnewcareersarebeingborn.

While workers throughout the organization can generate value
fromautomation,acohesiveapproachisneeded.Inmanycases,auto-
mation experts may report to business line managers. It would be
easyforthemtogowithoutcontactwithautomationexpertsinother
departments.Tokeepitalltogetherandleadtheefforts,thereneeds
tobeacentral team.This teamleads thecenterofexcellence (CoE)
toshareknowledgeacross linesofbusiness.Theseautomationroles
arebecomingincreasinglymoreimportantaswell.Wearenowseeing
rolessuchasdirectorofautomationandevenchiefautomationofficer
poppingupindifferentcompanies.
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Become a Catalyst
Hopefully,bynow,youarethinkingabouttheexcitingfutureahead
of us in automation. New opportunities, ideas, challenges, and effi-
ciencies are just waiting to be discovered. All it takes is someone
motivatedandabletostepupandbuildsomethingthatchangesthe
trajectoryof their company—and their career—forever. It canbean
impactfulstory.

Thisisoneofthosestories.Aftersixyearsofstockingsupermarket
shelves,ayoungwomannamedJiaYingLeedecideditwastimefora
change.Shestartedlookingforanewjob.Eventually,shefoundone
atastart-upwithlessthan100employeescalledWorkato,inanentry
levelHRadminposition.Over time,JiaYingdecided to tinkerwith
theautomationplatform(theWorkatoproduct).Shestartedteaching
herselfhowtouseit inherfreetime.Ideasstartedtocometomind
for automating the HR processes that she was responsible for. This
includedthenewemployeeonboardingprocess,madeupofactivities
suchasbackgroundchecks,offer letters,andnewhireprovisioning.
She took initiative and started automating. Soon, new hires at the
company would comment on how their onboarding experience was
differentfromanycompanytheyhadeverworkedfor(inagoodway!).
“It just worked!” one person said. “I was able to get started on day
one,”saidanother.

JiaYingwasquicklynoticedbytheleadershipteam—andasthe
companybegantoscale,JiaYingwaspromotedintonewroles.Asof
thiswriting,Workatoisnearing1,000employees.Theoverwhelming
majorityof themhavebeenonboardedusingautomatedworkflows
thatJiaYingbuilt.Sheisnowinherfourthpositioninthecompany,
drawing a salary that is multiples of the entry-level role she joined
at,andisthetopautomationexpertintheHRorganization,ineffect,
taking on an HR ops role for the company and joining the BigOps
ecosystem.

In four short years, Jia Yang went from stocking supermarket
shelvestobeingacatalystfortransformation.Shehadnofearthatshe
wassteppingontoesortreadingonsomeoneelse’sterritory.Shedidn’t
worry about not having the right technical background. She simply
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steppedup,appliedhercreativity,andplayedacrucialroleinbuilding
thecompany.

Perhaps your next unicorn employee is stocking supermarket
shelvessomewhererightnow.Perhapsyouaretheunicornemployee
wonderinghowautomationwillaffectyour jobor looking tostarta
newcareer.Asthenewautomationmindsettakesholdinmorecom-
panies,theopportunitiesformorestorieslikeJiaYang’sareexciting.
All we need to do is give potential innovators the chance. It is in
ourbest interestas leaders todoeverythingwecan toenable them.
Changeneedsacatalyst.Overthenextdecade,automationcatalysts
whochallenge thestatusquowillbe themostvaluableresources in
theentirecompany.Theywillbeinstrumentalinhelpinguscompete
intheneweraofdigitaltransformation.Itistimewestartempowering
themnow,bybuildingthenewautomationmindsetinourcompanies.

The Stakes Are High!
Businessesare importantpartsof theeconomy,but theyarealsoan
essentialpartofthesocietalfabric.Thedecisionswemakeinourcom-
panieshaveramificationsoutsidethecompanywalls.Forthisreason,
executives are under increasing pressure to lead companies that are
goodcorporatecitizens,contributingtosociety,andmakingtheright
decisions,fromsustainabilitytoinclusion.

Automationdoesn’tgetasmuchattention.But thedecisionswe
makewithautomationareimpactful.Theyaffecthumanlivelihoods,
families,andultimatelytheoutcomesthatweseeintheworld.

Automationissurprisinglypowerful.Whenappliedinthewrong
way at scale, it can damage society. It can push people toward bad
political systems and beliefs that provide catharsis for their pent-up
angerandfrustration.

Economicscholarsandthinktankshavebeentrackingautomation
forsometime.Forexample,DarenAcemoglu,aresearcheratMIT,has
coinedtheterm“so-sotechnology”todescribelowqualityautomation
thatsavescostsforcompanieswithnobenefittopeople.7So-sotech
eliminatesjobsandoffloadsthelabortocustomers.Examplesinclude
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technologies thatmimichumans, self-check-out lines,orautomated
customerservicehotlines.

The Brookings Institute describes these so-so automations as
command-and-control (C&C)-style automation. It keeps employees
outofdecisionsandautomatesawaytheirjobswithdecreesfromthe
topdown.TheirresearchlinksC&Cstyleautomationandtheriseof
autocraticgovernmentsaroundtheworld.8

Brookings contrasts it with the opposite of command-and-
controlautomation: the democratized approach that we have covered 
throughout this book. Rather than acting as a blunt tool for human
replacement,thedemocratizedapproachempowerspeopletochange
theirownjobs.Italsooffersapositiverippleeffectonsociety.IfC&C
automation makes societies bitter and populist, low-code, democratic
automationleadstomoredemocraticoutcomesforsociety.“Developing
low/no-code automation technologies means encouraging all digital
users to become active participants in the digital world, thereby
expandingtheideaofademocraticdigitalcitizenship.”9

Connectinganautomationapproachtosomethingasbigassociety
maysound likehyperbole.But thinkabouthowsocietywouldhave
beenaffectedifHenryForddecidedtomaximizehisprofitsandcharge
the same price Mercedes was charging for their hand-built luxury
cars?Orwhatifeighteenth-centuryeliteshadtheirwayandoutlawed
recordedsoundtoprotectmusicians’ jobs?Societyaroundtheworld
wouldbeworseoff,nodoubt.

The decisions of even one business leader can have real impli-
cationsforhowhistoryunfolds.Ifwestickwiththeoldautomation
mindset, not only are we setting our companies up for failure, but
wearealsoerodingsupportforsomeofthemostcrucialinstitutions
inoursocieties.Takingup thenewautomationmindset is the right
pathforeverycompany;notonlywillitleadtodramaticbusinessout-
comes, but it will also empower individuals to accelerate their own
careers—ultimatelyleadingtohappierpeopleandahealthiersociety.
The technology is there.Wehaveexamplesof thosewhohavegone
beforeus.Allweneedtodoisstepuptoourrolesascatalysts—and
therestwillfollow.
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Appendix A: 
Key Roles for 
Democratization
While the concept of business and technical teams sounds straight
forward, we know that each company contains a complex mix 
of varying roles, skill sets, and organizational structures. To help 
clarify, let’s look a bit closer at the key roles involved in healthy  
democratization.

As shown in the chart, the roles in any given company are more 
complicated than simply “business” and “IT.” We simplify throughout 
this book for readability, but when implementing democratization in 
your company, it is important to understand the nuances of the various 
roles and where to draw the line on who to include in your automation 
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initiative. Here are some of the common titles for each of the roles 
we’ve identified in this view:

Role Common Titles
IT or 
Business

Technical specialists
Commonly the primary audience 
for traditional integration tools

Integration Administrator
Automation Developer

IT

Business technologists
Core roles supporting business apps 
and other business systems

HRIS analyst
Workday Administrator
Finance Admin

IT

BigOps analysts
Support processes, systems, and 
data related to a functional area

HR PeopleOps
Revenue Operations 
Specialist
FinOps, ITOps, SecOps

Both

Business power users
Team members motivated to auto
mate business processes

Accounts Payable Analyst
Marketing Content  
Creator
Mechanical engineer
(*could be any job title*)

Business

Business stakeholders
Recipients and users of automation

You might notice that the titles for business power users and business 
stakeholders are the same. That’s not a typo. The fundamental difference 
between those two categories of people is their drive and desire to par
ticipate in automating processes. For example, one accounts receiv
able accountant might be highly inclined to automate a process, but 
another may have no interest or desire.

Now let’s look at how each role would participate in your democ
ratized automation practice.

• Technical specialists: These technical experts should be ele
vated into a role that allows them to enable, guide, and support 
the broader community of builders. They should also be leveraged 
for the most difficult and most technically complex automation 
use cases. Technical specialists should also build shared services, 
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guardrails, and other components to help other less technical 
automation builders.

• IT administrators: These team members have a wealth of 
technical knowledge and with the right tools can streamline 
and automate a large number of IT operations. They can also be 
part of fusion teams to provide specialized technical expertise 
where needed.

• Business technologists: With such a strong business acumen 
and often detailed knowledge of the applications and data, these 
team members can both build automations and support business 
power users by providing the additional knowledge around con
cepts such as error handling, performance, and security.

• BigOps analysts: BigOps is a movement creating new roles, 
which are often the biggest drivers of automation in any company. 
These individuals understand the business processes inside and 
out. They also have deep expertise in the applications and their 
underlying data due to their frequent involvement with reporting. 
These roles can exist either in IT or in the line of business. We are 
seeing many individuals from both IT and the business transition
ing into BigOps roles. More on BigOps in Chapter 21.

• Business power users: Business power users represent team 
members who could work in any department in any role. These 
are individuals with a strong drive to make positive changes for 
the organization. They want to improve processes, and they want 
to help do it. For them to be good candidates to build automations, 
they do need a basic understanding of the business process and 
potential data or applications involved.

• Business stakeholders: This group can also work in any 
department and in any role. They are primarily identified by the 
fact that they don’t have the desire to personally automate any 
processes. This could be for various reasons, but our recommen
dation is to respect this wish. Forcing someone to participate in 
an automation program is not a recipe for success. Many of these 
people will eventually transition into business power users or even 
into BigOps analysts. These team members will often share ideas 
and requirements but will not build automations themselves.
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There is another role that we haven’t called out in the list because 
it’s not actually a human role! Automation has now created the con
cept of “digital workers.” A digital worker is a way for organizations 
to articulate the value being generated by your automations. You can 
use this concept to succinctly capture the headcount your automa
tions are offsetting in a metric that the entire executive team will easily 
understand, e.g. our automations provide 232 digital workers— which 
means automated processes offset the time of 232 full time equivalent 
(FTE) workers.

Beyond these roles, we also have leadership roles that are critical to 
any automation strategy. Let’s quickly go over some of those:

• Automation sponsor: Every automation strategy should be spon
sored by someone in the C suite. Ideally, the CEO sponsors auto
mation as a full company strategy; however, it is also appropriate 
for a CIO (chief information officer), CDO (chief digital officer), 
or CAO (chief automation officer) to sponsor the initiative. It is 
this person’s job to set automation targets, provide funding, and 
hold extended leadership accountable for the modernization of 
the business.

• Automation evangelist: While the sponsor will provide execu
tive support and clear roadblocks, the evangelist’s role is to build a 
culture of automation. This involves helping to share the mindsets 
we’ve discussed in this book, evangelize the benefits of automa
tion, share successful automation stories, and create new cham
pions for automation in all parts of the business.

• Automation lead: The automation lead is responsible for opera
tionalizing automation across the company. They will typically 
lead the central automation team or center of excellence. This 
leader’s team establishes the governance, owns and operates 
the automation platform(s), and has a primary role in enabling 
builders across the company.

• Business leader: Business leaders across the company play a 
pivotal role in automation. It is these leaders who ultimately 
own the business metrics that are being improved as a result of 
automation. These leaders must be educated on the impact auto
mation can have on their business, and they must support and 
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encourage their team to engage in automating their processes. 
Once a business leader understands how automation can fix some 
of their largest issues, they will often become automation’s big
gest champion.

With all of these roles, it can sometimes be confusing to under
stand how they would all work together on an actual automation 
project. When does each person come in, and what do they do? Let’s 
walk through a quick scenario that demonstrates how these roles work 
together when using democratization.

Linda is an HR analyst (business power user) working for AcmeCo. 
She just got out of the quarterly HR all hands meeting where they 
were sharing team updates. Tanya, the chief people officer (business 
leader) was telling the team that turnover was higher this quarter. She 
mentioned that people were primarily leaving the company due to a 
feeling that their careers weren’t moving forward and that they had 
nobody to learn from. Linda knew there were plenty of people willing 
to share their knowledge in the company, but these people just weren’t 
getting connected. She had an idea.

Recently, Todd from the IT team (automation evangelist) had done 
a presentation talking about how anyone in the company could build 
automations. Linda was a little nervous but decided to give it a shot. 
She reached out to Todd, and he pointed her to some quick onboard
ing and training on the low code automation platform. She was able 
to complete it in less than a day. She knew now that building her idea 
was really possible!

Linda’s idea was to build a way for team members across the 
company to use Microsoft Teams to self identify that they would like a 
mentor. Others could identify that they would be willing to be mentors. 
The automation would then match up these people with one another 
and automatically schedule introductory meetings to get them started. 
She would call it MentorBot.

Before she dove in, she knew there were a few spots she might need 
some help with. Her training had told her that it was recommended 
she form a fusion team made up of a few key people who could help 
her out. She followed the advice and set up a meeting with Ray who 
was the Workday administrator (business technologist) and also June 
from the Automation COE (automation specialist). Ray thought her 
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idea was great and helped by adding a custom “mentor” field to Work
day to allow them to track the mentorship relationships in a central 
place. Ray also gave her some tips for using the HR data in Workday. 
June was there as a supporting resource in case she ran into problems 
and would also review her automation before it went into production.

With guidance from Ray and June, Linda created her automation 
in no time. June from the Automation COE reviewed the automation 
to ensure it was secure, built according to standards, and well tested.  
It was then deployed to production. Hundreds of employees began 
using the new automation. Jason in the Engineering team (business 
stakeholder) was so thankful for the ability to get connected with a 
mentor. He mentioned that it put his career on a new track and was 
forever grateful to Linda. Linda even thought of some neat enhance
ments to encourage previously mentored employees to become men
tors themselves. She was able to quickly modify her automation and 
roll it out.

Two quarters later, Tanya (the chief people officer) presented 
the latest turnover numbers, and they were significantly lower. The 
previous complaints about lack of career progression were nearly 
eliminated. Tanya credited the automation that Linda created as the 
primary contributor to this significant improvement. She encouraged 
everyone in the HR team to think of other ways they could automate 
their processes. Linda enjoyed the process so much that she eventually 
transitioned into an HROps role (BigOps analyst) so that she could 
work on automating even more processes across HR.
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Integration

capabilities, 243
framework, 35–38

Integration platform as a Service (iPaaS), 
35, 223–225, 233, 249

usage, 219–220
Intelligent business process management 

(iBPM), 222
Internal organizational turmoil, 

refocus, 82
Internal procurement stakeholders  

(collaboration improvement),  
technologies (introduction), 182

Interoperability, 77
Inventory management (functional area 

group), 180
Invoice delivery, 233
IRregular OPerationS (IROPS), usage, 73

J
Jassy, Andy, 269
JIRA

login need, 128
ticket, creation, 129

Jobs
execution, 74–75
titles (auto- categorization), buyer  

persona (usage), 150

K
Kelley Blue Book (KBB) (platform- driven 

method), 198
Knowledge, fragmentation  

(elimination), 248

L
Large language models (LLMs)

data, wealth, 211
enhancement, continuous feedback 

(impact), 216
usage, 37, 91, 209

Leadership (automation strategy), 265
Lead management (front- office automa-

tion use case), 141–145

automated lead management process, 
appearance, 142, 143

Legal operations (back- office task), 124
Light bulbs, security operations  

(connection), 133
Low- code applications

form, generation, 90
usage, 257

Low- code automation, impact, 282
Low- code chatbots, usage, 257
Low- code components, usage, 91
Low- code/no- code (LC/NC), 

usage, 57, 248
Low- code unified experience, 248
Loyal/high- value customers, 

automated identification/VIP 
treatment, 177–178

Loyalty (customer journey stage), 177

M
Machine learning models,  

leveraging, 162
Manager approval request, 88
Manual operational tasks, work 

expenditure, 3
Manual work (increase), app usage 

(increase), 3
Manufacturing management (functional 

area group), 180
Marketing automation platforms 

(MAPs), 137, 141
Marketing department, email 

(sending), 188
Marketing operations (MOps) 

roles, 283–284
Markets, entry, 82
Master data management (MDM) 

solution, 255
Material management (functional area 

group), 180
Maturity, Navan priority, 284
Messaging, 266
Metadata, providing, 256–257
Microservices

API architecture, relationship, 254
building, 252

Microsoft Teams
notification, sending, 90
usage, 88

Model T, production, 279–280
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N
Nasdaq, Data Link platform (platform- 

driven method), 198
Native integration, usage, 243, 244
Natural language processing (NLP), 

usage, 149–150
Navan

Covid- 19 pandemic, impact, 46–47
priorities, 284

Navan Expense, launch, 283–285
Nest, service platform, 202–203
Netsuite

API, calling, 224–225
bank files, loading, 131
customer record, presence, 225
involvement, 213
sales order creation, 254
transactions, mapping/posting, 132

New employees
mentorship, facilitation, 166
onboarding, automation use 

case, 157–161
Nominal EBIT, growth, 11
Non- technical stakeholders, discovery 

workshops (usage), 117
Nutanix, continuous evaluation, 45

O
Objectives, meeting, 82
Obsolescence, avoidance, 39–41
Onboarding

automation (use case), 164–165
process, background checks 

(performing), 161
Operating model

automation operating models, 261–263
change, 259

leading, 264–267
impact, 244–245
selection, 259–264

Operational excellence (driving), automa-
tion mindset (impact), 112

Operation roles, 282–284
Operations platform (platform- driven 

method), 197, 204–205
Optical character recognition (OCR), 

usage, 232
Orchestration, 62, 69, 72, 204, 256

acceleration, 63–64

building blocks, 76
engine, requirements, 77
layer, 185
technical capabilities, requirement,  

77–78
technical support, 251
usage, 62–63

Organizational mindset, 21–23
Overbuilding, 43–45
Overspecialization/overgeneralization, 

problems, 219

P
Packaged business capabilities (PBCs), 

usage, 86–87
Packaged cloud offerings, 57
Pandemic momentum, usage, 283–285
Partner efficiency, fragmentation (over-

coming), 38
Partner marketing, automation, 190–191
Partnerships, changes, 192
Partner/supplier relationships, innovative 

automation, 190–191
Past projects (maintenance/support), 

wasting (avoidance), 45
People (orchestration building 

block), 75, 76
Peterson, David, 282
Pfeiffer, Wendy, 45
Plasticity, 62, 81, 204

achievement, composable capabilities 
focus (impact), 87

automation architecture, need, 85
improvement, ideas (requirement), 85
technical support, 251
usage, 63

Platform
changes, 192
community- powered plat-

forms, need, 105
company, definition, 195
customer relationship management 

(CRM) platform, data entry, 53
enterprise AI platform, 64
integration platform as a Service 

(iPaaS), 35
unification, 257

Platform- driven business, 195
methods, 196–205
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Plug- and- play, 87
Point- of- sale (POS) vendor

principles, 271
Point- to- point (P2P)

architecture, 251–252
integrations, excess, 284

Proactive notifications, usage, 125
Process

capabilities, 243
improvement cycle, implementation, 45
integration, 87, 90, 256
manual effort, reduction, 161
orchestration building block, 75, 76
straight- through processing, 71–72
variance, adaptability (contrast), 42–43

Process automation
Amazon demonstration, 270
technical capacity, 44

Processing, reliability, 256
Process mindset, 22, 27, 104

orchestration, usage, 62–63
task mindset, contrast, 28–31

Procurement/payments (functional area 
group), 180

Product
databases, usage, 184
registration management, usage, 184
reviews, automation, 178
usage analysis, 244

Productivity, focus/rediscovery, 36–37
Project

requests, 53
scope, reduction, 260
team, technology selection, 260

Promoters/detractors, identification, 178
Promotions, automation, 177
“proof of vaccination” data capability, 

creation, 90
Provisioning

apps, no- touch provisioning/ 
deprovisioning, 133–134

automatic provisioning,  
implementation, 126

delays, 125–126
Purchase (customer journey stage), 177
Purchase order (PO)

invoice delivery, 233
processing, 232

product usage analysis, 244
provisioning, 242
success/support, 243

Pure- play limits, 226–227

Q
Quarterly performance, reporting, 53
Quote to cash (back- office task), 124

R
Rao, Mohit, 102
Real- time end- to- end supply chain  

visibility, supply chain challenge,  
182

Recommendations, personalization, 177
Recruitment technology, growth, 155
Redline management, automation, 177
Rehires (hiring process automation 

path), 159
Replacement sourcing, usage, 191
Reporting

back- office task, 124
inaccuracies, removal (supply chain 

challenges), 182
Reputation (customer journey stage), 178
Rescind/no- show (hiring process  

automation path), 159
Resiliency (Navan priority), 284
Responses, acceleration, 125
Restaurants, changes, 18–19
Retail convenience stores, robot  

automation, 189–190
Retention (customer journey stage), 177

end- to- end RMA process, 184
Return merchandise authorization (RMA)

design, navigation problems, 183
end- to- end RMA process, systems 

support, 184
goals, 184
management, usage, 184
process, ease/simplification, 186
requests, submission, 185
solution, 184

Returns management (functional area 
group), 180

“Return to office” experience capability, 
creation, 90

Reusable APIs, building, 252
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Revenue
growth (driving), automation mindset 

(impact), 112
revenue- focused software applications, 

ecosystem, 137
Revenue.io, usage, 149
Revenue operations (RevOps)

front office group, 139
rise, 140–141

Rigid workflow/connectivity, 84
Risk operations (back- office task), 124
Robotic desktop automation (RDA),  

220–222
success, 221

Robotic process automation (RPA), 35,  
232, 249

bot, building, 245
usage, 219–222

Robots, automation use case, 189–190
Robust architectures, support, 251
Role Based Access (RBAC), usage, 216

S
Salesforce

API, usage, 224–225
involvement, 213
monitoring, 224
new customer, addition, 225
quote, account team creation, 47
SAP, integration, 233

Sales management (front office 
group), 139

Sales operations (SalesOps),  
automation, 284

Sales order
creation, Netsuite (usage), 254
management (front office  

group), 139
Sapphire Ventures CIO index, RPA 

report, 221
Scale, embracing, 58–59
Scale mindset, 22, 53, 95

achievement, democratization  
(usage), 63

Amazon demonstration, 271
democratization support, 106

Seamless self- service returns, automation 
use case, 182–186

SecOps managers, automation, 284

Security operations, light bulbs  
(connection), 133

Self- service analytics tools, usage, 57
Self- service mechanisms, automation, 177
Service level agreements (SLAs),  

adherence (improvement), 132
Service management, usage, 184
ServiceNow request, reading, 126
Service platform

creation, 202
language, sharing, 205

Services platform (platform- driven 
method), 196, 201–203

Setting the Record Straight (Symes), 281
Shadow IT integrations, usage, 243
Skill sets, balance, 97–98
Skills, impedance, 210–211
Slack

message, receiving, 150
notification, triggers, 47
usage, 125

Smart phone, advantages/capabilities, 218
Social media, monitoring  

(automation), 178
Software as a Service (SaaS), core value 

proposition, 230
Software test automation, 220
Southwest Airlines (SWA)

employees, meltdown, 72–73
Integrated Operations, usage, 73

Sprints (work phases), 41
Stakeholder adoption/ratings, 

measurement, 205
Straight- through processing 

(STP), 71–72, 77
Strength, time (relationship), 4
Structured Query Language (SQL) 

queries, usage, 57
Success, skill sets (balance), 97–98
Super Simple Storage (S3)  

(Amazon), 269
Supplier

base, data analysis capabilities 
(expansion), 182

collaboration (improvement), technol-
ogies (introduction), 182

information, digitization, 182
management information (functional 

area group), 180
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relations (driving), automation mindset 
(impact), 112

Supplier efficiency
driving, automation mindset 

(impact), 112
fragmentation, overcoming, 38

Supplier operations, 179
automation use cases, 182, 186, 189
efficiency automation, 181

Supply chain
challenges, 182
digital supply chain, automation use 

case, 186–189
efficiency, automation tower, 113–114
functional area group, 180
future, 191–192
innovative automation, 190–191
process automation opportunities, 182
risk management challenge, 182
route optimization, 191

Symes, Colin, 281
System actions (business subprocess), 243
Systems, following, 2–5
Systems thinking, application, 62–63

T
Taleb, Nassim, 285
Talent

acquisition, culture  
(communication), 155

hiring, process automation paths, 159
negotiation processes, 155

Task- automation mindset, 104
Task- based automation, 71
Task mindset, process mindset (contrast),  

28–31
Task thinking, following, 2–5
Teams

incentives/messaging, 266
organization, 245
project requests, 53
uniting, platform (usage), 256–257

Technical capabilities, requirement, 77–78
Technical experts, impact, 99
Technical skill, mental model (updating),  

57–58
Technical specialists (democratization 

role), 292–293

Technical stakeholders, discovery  
workshops (usage), 117

Technology
components, usage, 88
interaction, ability, 203
operations, 283
recruitment technology, growth, 155
selection, 245, 260

Technology- centric viewpoint, 244
Timelines, problems, 260
Transaction

iteration process, 132
records, downloading, 131

Transactional integrity, 257
Transactions per second (TPS),  

optimization, 242
TransferWise, usage, 184
TripActions, 283

U
Uber (platform company example), 195
Unmanaged automation tools, 228–229
Upmarket push, pandemic momentum 

(usage), 283–285
UPS, company usage, 184

V
VictorOps

information, leveraging, 129
leveraging, 128

VIPs (hiring process automation 
path), 159

VIP treatment, automation, 177–178
Virtual machines (VMs)

admin console, opening, 126
creation, 126

success, validation, 126
provisioning/deprovisioning, 125–126
requirements, determination, 126

Visual assets, ararival (impact), 188

W
Walmart.com, advertising (usage),  

200–201
Wat, Joey, 40
Work

future, 166–167
phases, 41
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Workato, product, 286
Workflows, 253

AI- powered dynamic work-
flows, usage, 91

business user design, 105
connection, benefits, 125
monitoring/learning/improving, 77

Y
Ying, Jia, 286–287

Z
Zendesk, 48

silo, 247
usage, 184
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