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INTRODUCING OUR SPEAKERS

Gary Catlin
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Today’s Agenda
§Why you need a systematic approach to prepare processes for 

automation

§ The Automation Lifecycle

§ Identifying prospective processes to automate

§Getting the most out of automation workshops
§ Analysing, scoping, and planning automation development

§ Assessing the business benefits of an automated process

§Q&A
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Why spend time 
thinking about 
preparing processes 
for automation?



Why Standardisation Matters

Without standardisation of automation targeting and onboarding, you get:
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…Which means, you don’t get the full benefit from your automation platform

Silos
Lack of 

Standardization
Lack of 
Visibility

Lack of 
Re-use

Inefficiency in 
automation 

implementation, 
testing and 

rollout



Key Challenges 
Solved with 
Standardisation



Standardisation Solves Key Challenges
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Challenges Without Standardisation

• Opportunities to ID potential processes for 
automation are limited
• Restricts visibility of automation 

capabilities for employees
• Teams automate in silos

• Automation duplication
• Multiple siloed approaches 
• “Re-inventing the wheel”

• Wasted effort and time
• Siloed design & implementation
• Limited review of implementation/testing
• Re-use is limited

Benefits of Standardisation 

• Maximize opportunities to automate
• Strategic Initiative
• Widely publicized to employees in relevant 

business units
• Open framework for submissions

• Eliminates duplication of efforts
• Single strategic platform
• Top-down focus
• Re-use mandated centrally

• Quicker, higher quality implementation
• Design & implementation conforms to 

standards
• “Expert” review of implementation, testing
• Re-use mandated centrally



Standardisation Solves Key Challenges (cont.)
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Challenges Without Standardisation

• Managing automations is more time 
consuming
• Various documentation & implementation 

approaches

• Likelihood poor implementation impacts 
production
• No expert review or testing
• Various documentation & implementation 

approaches

• More defects in production
• No expert review or testing
• Re-use is limited
• Defect resolution takes more time

Benefits of Standardisation 

• Efficient management of automations
• Standardized documentation & 

implementation approach

• Production instance protected
• Expert review of testing & implementation
• Standardized documentation & 

implementation approach

• Fewer defects in production
• “Expert” review of implementation, testing
• Centrally mandated re-use of proven 

content
• Re-use mandated centrally
• More efficient defect resolution



Overarching Benefits of Standardising

Maximize the 
business benefits of 

automations, and 
realize them faster 
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More

Better

Faster

More engagement from 
business units - more 

processes to automate

Better automation 
service quality

Faster automation 
delivery



Should your team be 
centralized or 
partially distributed?



Centralized Team Dynamics
A central team is responsible for the full automation lifecycle
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Central Team Responsibilities:

• Automation discovery & 
approval

• Scope/requirements
• Design
• Implementation
• Test
• Perform Acceptance
• Deployment

Local Team Responsibilities:

• Input into automation 
discovery

• Input into & review of 
scope/requirements

• Acceptance



Distributed Team Dynamics
A central team is responsible for review and management of 

automation quality and content re-use while “local” teams choose 
and implement automations
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Central Team Responsibilities:

• Review scope, design, 
requirements, test plan & 
implementation

• Perform acceptance
• Deployment

Local Team Responsibilities:

• Automation discovery & 
approval

• Scope and requirements
• Design
• Test plan
• Implementation & Test
• Assist Acceptance 



The Automation 
Lifecycle



Automation Lifecycle
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Scope Design Develop Test Production 
Deployment

Define detailed 
automation 

requirements

Automation 
Requirements

Document

Automation 
design based on 

requirements

Automation 
Design 

Document

Process, runbook 
and automation 

development

Functional 
runbooks, 

decision trees, 
wikis, gateways 
and integrations

Integration, end to 
end system testing 

and User 
Acceptance Testing

Test cases, plan 
and results

Move automation 
to production 

instance

Discovery

Identify potential 
target processes for 

automation and 
obtain approval to 
proceed with the 

analysis 

Process Automation 
Request



AUTOMATION PIPELINE

REALIZE BENEFITS

Continuous Iterative Deployment & Improvement
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Automation Target
Discovery/Approval

(ROI/rationale and how to 
measure it defined)

Review opportunities for re-use
Review new automations for 

potential future re-use
Automation prioritization

Continuous Improvement:
• Identify automation enhancements
• Drive towards full automation

Make use of existing re-
usable content and follow 
best practice guidance.

Deploy to production

Validate ROI/rationale

Realize the benefits & 
savings as a result of 

more efficient and 
effective automations 

AUTOMATION PIPELINE

OPTIMIZE

DEFINE

BUILD

RUN
MEASURE

AUTOMATION PIPELINE

OPTIMIZE

DEFINE

BUILD

RUN
MEASURE

AUTOMATION PIPELINE

OPTIMIZE

DEFINE

BUILD

RUN
MEASURE



Identifying Prospective 
Processes to Automate



Where Do You Get Ideas for Processes to Automate?

• Visibility
§ The more people & teams that know about the platform, 

and how to submit ideas, the more automation ideas you 
will get

• Accessibility
§ It must be easy to submit ideas, and easy to find details of 

existing automations

• Progression
§ Feedback on ideas – and progress through the lifecycle –

must be provided to those submitting ideas
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Real-World Example 
of an Automation 
Idea Submission Form
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Real-World Example 
of an Automation 
Idea Submission Form



Real-World Example of Automation Catalog
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Automation as a Service



What to Do With All Those Ideas for Automation
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Process SMEs

Tools/systems SMEs

3rd Parties 

…. Or anyone else

Proposed 
for 

automation

Approved 
for 

automation

Process Review Qualification Finalization



2
3
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Steps to Automation Approval

Approve

Organise workshop(s) – if approved.
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Workshop

Is the information sufficient, and does the business case seem 
plausible to move to the next stage?
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Qualify

Is all of the information expected available, and in enough detail, to make an initial reject 
or move to next stage decision? Do all touch points have the necessary interfaces/APIs 
supporting the logical requirements for the process?

1 Perform an initial review of the process automation request

Review



Business Benefits - Beyond Just Cost & Time Savings

§ ITSM ticket creation/updating standardization ensures the right 
information is always present

§No “forgotten” process steps
• All required steps are performed every time

§No “this is how I do it” mistakes
• All process steps are performed in the same standardized way every time

§ Cost savings and freeing up skilled resources to work on more 
skilled tasks
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Getting the Most Out 
of Your Automation 
Workshops



Scoping Workshops: Defining the Ground Rules
§ Is the process sufficiently complex that multiple meetings will be 

needed, or can all the detailed process requirements be gathered 
in a single session?
• Typically, this decision is based on the number of touch points, and the 

number of logical decisions

§Define a clear set of goals/outputs and an outline agenda for each 
session

§ Remember – people have their normal jobs to do as well!
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Meeting Preparation

1. Identify all critical attendees
2. Set clear expectations
3. Give reasonable notice
4. Book a room that meets the 

requirements
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Running the Workshop
§Draw the workflow – use a whiteboard or flipchart
§ Focus on:
• Triggers
• Touchpoints
• Decisions that alter the flow
• End goal
• Data Requirements
• Error Paths

§Document the agreed upon workflows with photos
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Post Workshop – Attendee Follow Up
§ Circulate minutes or notes

§ Focus on conclusions and decisions
§ If a whiteboard or flipchart has been used to draw the workflow, 

include photos

§ Ask for feedback to confirm that the notes have accurate 
descriptions of the conclusions and decisions

§ Ensure everyone is on the same page!
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Automation Analysis, 
Scoping, & Planning



What to Do with Workshop Outputs
§ Start the automation detailed design & 

document in standard format
§ Identify any remaining areas where more 

clarity is needed

§ Review your library of existing automation 
building blocks to identify opportunities 
for re-use
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Sample Design Document Structures
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Gap analysis
§What’s missing that is necessary to 

automate the process?
• Touchpoints/integrations – do all APIs 

exist and provide the functionality 
necessary?

• Automation platform building blocks –
What process steps and integrations do 
not (yet!) have building blocks?

GAP

Current
State

Desired
State

key steps to bridge gap

Action Plan

#1



Estimate
§ The automation workflow configuration

§ Any new automation “building blocks” (for 
integration, data processing, etc.) needed

§ Any changes/enhancements to existing 
automation “building blocks”

§ Any UI or custom reporting requirement

§ Any new/enhanced touch point 
APIs/interfaces needed
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#2



Phasing and Planning

§Plan the automation and 
associated work 
§Decide on whether a single 
drop, or incremental 
phases, etc.

Confidential 35

#3



Re-Assess Business Benefits
Automation Implementation

• Effort/Cost
• Resource usage
• Time
• Impact on other 

systems/teams

Automation Benefit

• Standardised updates to 
systems every time

• No missed process steps
• Standardised process flow 

every time
• Freeing up resources to work 

on more skilled tasks
• Cost savings
• Benefits over the long term

#4

vs.



Recap: Key Success Factors to Maximise
Automation Benefits
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Standardise

Publicise

Workshop

Estimate & Plan

Business Benefits

More, better quality 
automations, 
delivered more 
quickly, providing 
greater business 
benefit



Q&A + Next Steps
• Submit your questions!

• Request a 1:1 demo with Resolve
• Explore our demo video library

• Explore more automation and 
AIOps resources on our website
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Thank You!




