


FOREWORD
In my 2019 book “Business @ the Speed of Bots” I mentioned how “business would
change more in the next 5 years than it did in the last 20” – and I was more right than I
could have ever imagined!

This eBook is part of the Business @ the Speed of Bots series – a collection of 6
eBooks where we dive into key topics. I dedicate this series to my beautiful wife, Kasia.
Moya miłość!
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There are many things an automation team must do before they start automating. New
automation teams may be tempted to immediately run out to hire a developer and
start building their automated processes. But without getting senior stakeholders and
their teams bought in to this revolutionary new technology, most teams hit brick walls,
momentum and progress slow down, and sometimes delivery halts. 

The number one thing that will make your automation program succeed or fail is to get
the business bought in to the technology and what you are trying to achieve.

Senior management buy-in is a good place to start, as their commitment to the
program will filter down to teams through their subordinates. Without this, project-level
issues and challenges will manifest, which will inevitably cause your team a lot of
frustration and pain. 

From my many years of working in intelligent automation, I have learned that there are
some key things that an automation team should not do (the THREE DON’TS). There are
also TEN steps I use to make intelligent automation a no-brainer for business leaders
and teams, and there are FOUR methods I use to engage with staff to get teams
involved and committed to the automation program (the FOUR levels of engagement).
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Did you know that even in 2022, over 50% of businesses have less than 10 bots and less
than 5% have over 200 bots? 

The majority of businesses after trial and error do enter the market to hire experts or
partner with consultancies to help deliver automation, so why is it that so few
businesses can scale past 10 bots?

Every business, no matter their size, has hundreds of automation-suitable processes,
so a lack of opportunity is not the issue. It is rather a lack of momentum and
commitment from staff.

Newbie automation teams will typically try to do a bottom-up approach where they get
the buy-in from the teams to start automating and then try to work their way up to get
senior stakeholders bought in. This is easier because the team may already have
relationships with different teams’ members, who are more available than C-level
executives and directors to talk about automation. 

The issue with this approach is that process experts, though generally happy to work
with the automation team and excited about technology, have their day job, and before
long may become unavailable or have limited time to commit to projects.
Having a very senior sponsor and getting senior management support for your
program early is key. They can encourage team leads to carve out sufficient time for
process owners and subject matter experts, so that they can give your projects the
attention and commitment it needs to deliver solutions that are fit for purpose. 

For example, at a project level an analyst will need a series of sessions with the process
expert to accurately define the process to be automated. Automation delivery requires
detailed analysis and design to be sure the right solution is built and is robust. Several
design iterations and revisions, coordinating workshops, and thorough testing of the
solution are needed. All this requires commitment from the team and management.

DON’T TAKE A SOLELY BOTTOM-UP APPROACH
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Even with senior stakeholders bought in, this
doesn’t automatically result in smooth
projects. Staff need to be excited and
committed in order to want to work with
your team. If they misunderstand the
project’s purpose and feel threatened by it,
they can easily classify it as a low priority and
put off workshops and other engagements. 

In these scenarios, where teams are
unenthusiastic and perhaps a little aloof, it’s
tempting for new automation teams to want
to cut corners by leaving out the process
experts and end-users from critical
milestones so that they can get something
delivered. 

However, it isn’t advisable to assume your
analysts know enough about the process to
design and develop solutions without being
sure these are what the business team
wants. Professional automation teams know
the importance of co-designing solutions
with the business team. This is paramount. 

The business team knows the process
and its issues, and are aware of any
pending changes. They know why
exceptions happen from time-to-time,
and they know where the application
glitches are. With the automation team’s
tech knowledge and guidance, they are
best placed to know how to improve the
process from an operational standpoint,
and help the analyst and developer
design a fit-for-purpose solution.

NB: Even if an analyst in your team used
to do the process and can re-design it
themselves without the team’s help, it's
not good practice to impose changes on
staff teams. 

By educating staff on the benefits of the
technology and getting them involved in
the solution, it becomes their solution
and there’s a greater chance it will
actually be used. Remember, it's people
first, then it's process and technology. 

DON’T LEAVE OUT THE TEAM
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RPA (robotic process automation) is a powerful tool, but it's not a silver bullet that can
solve every business problem. Even Intelligent Automation isn’t a panacea, it does have
its limits. Furthermore, these technologies aren’t quick fixes. Intelligent Automation
delivery requires a significant amount of time from the business users to get it right
(although automated solutions can be implemented in as little as 4-6 weeks for some
simple processes, or perhaps in a few months, which is much quicker that software
development that can go on for years).

Set realistic expectations
of what the technology can
do and how much time is
needed to implement it.
Implementing automation
is a process. If staff think
it’s just a one-and-done
thing, you’ll be pressed to
get the time for follow-up
sessions. This might tempt
your team to squeeze
everything in, but
automation shouldn’t be
rushed. Cutting corners
just leads to technical
debt, which you must
repay later in the form of
support costs for fixes,
change requests, and re-
builds.

DON’T OVERSELL AUTOMATION 
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Start at the top

Senior stakeholders who sponsor
your program and proactively
support it, will undoubtedly
accelerate your progress and
supercharge your delivery. Many
challenges and pitfalls that I’ve seen
new teams face time and time again
stem from not having a senior backer
to help remove roadblocks and
provide access to the right people.

Gaining senior stakeholders’ support
is challenging, and keeping them
excited and bought-in can be an
ongoing struggle. Automation
programs work best when the
automation sponsor is from the C-
suite or has their backing. 

The senior leadership team are directors
and heads of departments, and their
subordinates. They are very busy and
their time is scarce. Furthermore, they
most likely aren't fully aware of what
intelligent automation is or what it can
do, so they require some education on
how it can benefit their division and help
them meet their corporate objectives.

You may only have one opportunity with
them, so the first thing to include in your
presentation should answer the
questions at a high level – how does the
technology work, how can it help
achieve objectives, and how does it fit
into the overall strategy for digital
transformation. 

Here’s a 10-step approach for getting key stakeholders excited about what Intelligent
Automation can do and how it can benefit them. The essence of this approach is to
always try to start at the top and to use a data-backed approach to logically show how
automating certain processes can have a direct impact on corporate objectives.

Step 1 – Get buy-in with senior leadership awareness
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The use of relevant case studies is very
powerful in a presentation to leadership
teams and creates a sense of urgency.
Case studies show that while they’ve not
been automating, their competitors are
already succeeding and benefiting from
this technology. Industry-based case
studies can also clearly demonstrate the
hidden potential in the business that is
ready to be unlocked by your
automation team. The leadership team
can start to envisage the successes they
can obtain.

If you are able to coordinate a workshop with directors and senior managers, this can
make a lasting impression for hesitant stakeholders who aren’t yet sold on the
technology. It’s also something fun and interactive. A build-a-bot session is where you
have senior stakeholders build a very basic robot in a workshop. The purpose is to
show them how simple and fast-to-implement automation really is, and how, unlike
other technologies, it can add immediate and significant value.

Have attendees choose a simple but useful process to automate, like sorting their
emails or automating their expenses. They will see what goes into building a bot and
how they can (with minimal training) easily build something useful, and they can
actually, there and then, see immediate value and real time-savings from the 30-60
minute session.

One company succeeded at this by building an email sorting “bot” for the COO which
automatically read email titles and sorted them into sub-folders in the inbox. This created
a lot of buzz around the business, and excitement at a senior level. The session was also
recorded and added to the automation team’s SharePoint site for staff to view.

If you don't have the time for them to build the robots themselves then run a demo
(preferably recorded) of how a bot is built to show the art of the possible of intelligent
automation.

Step 2 – Create urgency with relevant case studies

Step 3 – Illustrate capabilities with build-a-bot workshops
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A proof of concept is a simple, low-
cost method for showing the business
that RPA and Intelligent Automation
work well on the business’s
infrastructure and applications –
adding another dimension to your
demonstrations. This proves that the
technology is highly applicable to the
business’s working environment, and
also demonstrates your automation
team’s project governance process
for delivering robust automated
solutions quickly. 

This is where your team visits different areas of the business (or departments) to
showcase the technology for different use cases, and to answer the question “What's in
it for me?” By now, senior stakeholders should be bought in and encouraging teams to
attend these presentations to learn about the technology and its benefits in order to
drum up excitement. This takes the rest of the business along the digital
transformation journey with you, so that it’s a smooth ride with minimal bumps.

Staff teams are the process experts who will be working with your automation team on
projects, and inevitably will be using the technology and working alongside these digital
workers. Roadshows give staff the opportunity to integrate with demos to get a preview
of “the future of work,” as Intelligent Automation has a wide range of capabilities that
can benefit the team and the individual. 

Show team managers and staff real examples that they can relate to. Have them trigger
an email sorting process or a tedious copy-and-paste process, and emphasize the
benefits for user experience, customer experience and work-life balance, as this is a
technology which should be celebrated, not hidden from the masses.

This is also a good platform to answer sensitive questions, squashing myths and
misconceptions such as “will this replace our jobs?” The bottom line is that intelligent
automation is to enhance staff, not to replace them.

Step 4 – Show functionality with a proof of concept (POC)

Step 5 – Get staff buy-in with Automation 101 roadshow
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An Automation Champion should be nominated for each team or business department,
who can promote the automation program and keep the excitement and enthusiasm
going.
 
By having someone who’s in an influential position, someone fairly senior, they can
encourage workshop attendance, help identify opportunities, and be the go-to
automation person for each business team. 

By giving the Automation Champion extra training on automation, they can be an
extension of the central automation team, acting as the eyes and ears to gain feedback
on staff’s true sentiment.

Step 6 – Maintain buy-in by nominating Automation Champions
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An opportunities map gives a high-level view of all the opportunities that exist
throughout your business, in each department. This depiction is a powerful visual for
leadership to compare different departments and teams and to identify where best to
focus, and can be used to create a roadmap.

High level information on different teams and their activities can be compiled centrally,
allowing department heads and team leaders to zoom into their business area to see
where potential savings and non-financial benefits exist. 

By comparing departments, teams and opportunities against each other, the senior
leadership team can align on how the automation team should prioritize projects, and
create a roadmap to roll out automation company-wide. 

Step 7 – Depict the hidden value with an opportunities map 
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After all the presentations and roadshows, the best way to evangelize is to have great
success stories in the business, so finding great use cases to start with is critical. 

The targeted pilot team should be a team that is rich in opportunities (as shown by the
opportunities map) that are easy and quick to implement, and will deliver significant
benefits.

These opportunities should be small
enough to be delivered fast (because
as a pilot the pressure will be on to
deliver something, and something too
big could kill momentum and stall
your program!), but big enough for
the benefits to be felt by the team (if
it’s a small seemingly “pointless”
project, stakeholders will lose faith in
the technology’s ability to impact the
bottom line). 

Also, to ensure that the projects run
without a hitch, the target team
should be technically ready (so no
pending changes to major
applications), and business ready
(teams have sufficient cover to allow
process experts to dedicate sufficient
time for automation projects).

Step 8 – To create success stories, find a good pilot team
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With your target team carefully chosen, your team can work with the business to build
a shortlist of the best opportunities to start with. These are the BEST opportunities, in
the BEST team, out of all the teams/departments that your team have reviewed. 

It’s important to not let the business dictate what should be on your shortlist without
considering your data-backed recommendations. The business will understandably
want to start with the biggest and most painful project in their team. But as mentioned
earlier, if you don’t start small and go too big too early, this could kill all the hard work
you have done in the previous 8 steps!

To recap on your achievements:

The senior leadership team are aligned and excited,
teams are onboard, and you’ve scanned the business for
the best opportunities that are easy to implement.
Finally, it’s time to run a proof of value, so that you can
use this success story to build more excitement and
traction. 

More than a proof of concept, a POV is a real solution, a
full automation project, that will deliver real value to the
business. This will bring home how powerful automation
is to quickly deliver tangible savings and other benefits
that can be realized in a matter of months.

This also is a true test of the automation team’s
implementation process and governance model, with a
lot of lessons learned to allow the team to refine the
approach. 

As the team continues to deliver projects in the shortlist,
this gives the evangelist a great deal of ammunition to
keep the program moving in the right direction.

Step 9 - Generate your shortlist of quick wins

Step 10 – Realize benefits by delivering a proof of value (POV) 
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Four ways to engage with staff
During this evangelism journey to gain the support of the entire business, there are
four key ways to engage with staff.
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A previous company I worked with
ran an amazing roadshow like a
tech expo. Teams and business
leads were invited to attend our
demos, where our developers had
stands for different technology
capabilities. After running the
demos, developers and analysts
answered questions about the
technologies and what went into
setting them up. We ran these
roadshows at different business
sites and the buzz was incredible.
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Roadshows are high level presentations
to capture the interest of a wider
audience. These are Automation 101
sessions to introduce the business to
the technology, how it works in simple
terms, and how different automation
technologies provide different benefits. 

This allows automation team members
to meet face-to-face with teams to start
building relationships and be more
visible.

Live demos for attendees to interact
with automated processes (e.g.
press a button, send an email to
trigger a process)
Show-and-Tells to demonstrate
different intelligent automation
technologies, showing use cases for
chat bots, natural language
processing and machine learning
A Question-and-Answer platform so
that staff can ask the automation
team directly about technologies 

This includes:

Roadshows



17

These are more intimate sessions with
smaller groups on specific topics.
Workshops are more informative and
provide attendees with takeaways to
bring back to their team to start
implementing – such as how to identify
opportunities for automation, and how
to uncover areas causing inefficiencies.

Workshops and Lunch ‘n’ Learns on
automation technologies and lean
thinking techniques
Automation team’s ways of
working, and how to assist in
finding opportunities and working
on projects
Training Automation Champions in
automation delivery best practices

This can include:

Workshops
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To maintain momentum and buy-in, to
keep pushing the program forward and
to keep it as a top priority for teams, it’s
important for the automation team to
stay visible. 

Workshops demand a lot of teams’ time
and need a lot of coordinating.
However, newsletters can consistently
be circulated among staff to keep them
updated on developments and success
stories.

Introduction of new automation team members
Achievements with newly launched automations
New technologies that the business has recently acquired

This may include:

Newsletters
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Not everyone can attend workshops
and roadshows, and some staff might
have missed sessions that they wanted
to attend. 

The SharePoint site is a portal for staff
to view recordings from previous lunch
‘n’ learns as well as read news and
announcements. This is also a platform
for staff teams to engage with the
automation team to request
automations or to invite the automation
team to host a roadshow.

At another company that I worked with, we
used Zoom when running lunch ‘n’ learn
workshops to allow staff who couldn’t
physically attend to dial into the session.
This also allowed us to record the sessions.
We set up a SharePoint site to host these
recordings and shared this in our team’s
weekly newsletter.

At a different client, they set up a Microsoft
forms page to collect requests for
automations from staff teams. We then
used Microsoft Power Automate to
automatically populate the automation
catalog for our project backlog.

Frequently Asked Questions (FAQs) page
Request for automation form
Library of recordings of previous workshops/ lunch ‘n’ learns
Automation team profiles

This may include:

SharePoint site



Automation cannot deliver itself, and neither can a small team of Automation experts. It
needs top-down buy in starting from senior leaders supporting the initiative, so that
staff can dedicate sufficient time and the automation experts can get access to the right
people.

Staff understand the processes and are gatekeepers to the data that automation
experts need to make these process improvements. Also, it is the staff who need to use
and work alongside the automated processes, so it would be impossible to successfully
roll out automation and digitally transform a business without staff bought in. The
evangelist not only creates the spark and gathers the tinder needed to ignite
enthusiasm amongst the workforce, but also needs to keep the fire going.

Very often, I’ve seen companies run a big roadshow, which creates initial excitement
about a technology, but the momentum of the project quickly dies. This occurs because
either the messaging to staff stopped or (more often than not) the business chose
overly complex or unsuitable use cases that took too long to
 deliver, and stakeholders eventually lost interest.

In fact, I worked with a company on automation, where I
found out that they had previously started working on
automation a year before I arrived. However, that program
was shut down, as they were unable to deliver automation
or identify other use cases. After a few weeks of speaking
with over 40 stakeholders, and gathering data using our
assessment methodology, we were able to uncover over £2
million worth of opportunities, which we prioritized in a
logical way that started with the easiest-to-deliver use cases.

1

The THREE objectives of
evangelizing 
Evangelizing is more than just promoting the technology, it’s encouraging staff to
become invested in the program, and it emphasizes the urgency. When evangelizing
automation technology, the purpose is to achieve these THREE key objectives. 
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Build up momentum for the automation program 



2

3

With the use of workshops, lunch ‘n’ learn sessions and online training, staff teams can
help find 100s of automation opportunities throughout the business. 

An automation team may be just a handful of people, who may not have domain
experience, so it would take them a long time to get around the entire business to
discovery everything that is out there.

By empowering staff through these evangelism, engagements gives the automation
team 100s of eyes to find a massive backlog of projects, potentially in a matter of
weeks, that the automation team can compile centrally and prioritize.

Evangelism at its finest is interactive and inclusive.

Momentum needs staff commitment to be maintained. Staff will only be committed to
change that they are involved in. It needs to be their change, not a change that’s been
imposed on them. In addition, with staff involved you can be sure that the solution is fit
for purpose.

By empowering staff with the know-how to identify suitable opportunities and to
support the automation team, staff can assist the core automation team with adding to
the pipeline and running projects.
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Staff involvement = commitment = deliver automation faster

Generate a bigger pipeline of automation opportunities/use cases



NEXT STEPS: DOWNLOAD THE
EVANGELIST TOOLKIT 
I hope that much of this information has resonated with you and has answered a lot of
your most burning questions, but perhaps has also left you with many more questions
that need answering. You might be thinking, “how do I run a lean thinking workshop?”,
“what should a newsletter include?”, “what tools can staff use to identify opportunities?”
– that's what the IA Simplified community is for.

However, exclusively for
Automation Evangelist, we
have a complete toolkit
that you and your team
can use to successfully run
through the TEN steps for
getting buy-in from your
business. This includes:

As our company (Lean IA) was spawned from the world of Lean Six Sigma and lean
thinking, lean intelligent automation is the essence of what we do. Lean thinking is
embedded throughout our portal and tools, allowing you to get the most out of
intelligent automation technologies. 

As a thank you for reading this exciting, new, jam-packed eBook, I want to give you a
HUGE discount, so that you can start investing in yourself in a big way. 

Slide packs for different workshops
Workbooks for walking staff through lunch ‘n’ learn
sessions
Automation checklist form for teams to identify
processes suitable for intelligent automation
Newsletter templates to highlight key information
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I hope you’re proactive and get started right now. To boost your automation program,
remember to keep optimizing, keep discovering! 

All the best, 

Tony 
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Here's your discount code: 
Evangelist Toolkit: 

$1,400 
[downloadable]

This discount reduces that to just 

$588
(almost 60% off) 

For the toolkit

INVITE A COLLEAGUE 

AutoLyzt web-app 

(free access)
Just visit this page [INVITE FRIEND – COURSE] to invite a friend, 
and you will also gain free access to the AutoLyzt web-app for 
your automation team to compile data from teams. The app 
simply and quickly Finds, Analyzes and Prioritizes your best 

opportunities for automation.

Click Here: 
Get Toolkit

Get
App
FREE

Evangelist-TK2022

https://shop.leania.co/product-cat/products/toolkits/
https://autolyst.iasimplified.pro/


About the author
I’m the Managing Director of Lean IA, the Lean Intelligent Automation company. We’re a
team of ex-Tier 1 consultants focused on empowering professionals and teams to
become self-sufficient experts, through our consultancy services and suite of tools. I
prefer the term “intelligent automation enablement firm.”  

I’ve been in robotic process automation and AI (artificial intelligence) since 2017, when I
was a Lean Six Sigma process improvement analyst – I’ve experienced the entire
lifecycle of automation at a time when it was at its fastest growth. My passion is to
share my experience with budding automation professionals, and I’ve taught over 8,000
worldwide in over 100 countries.
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Before Lean IA:

I studied Aerospace Engineering at university as I loved to understand how things
worked (learning how planes flew and how rockets were launched into space was
absolutely mind-blowing), and that keenness to look under the hood of things and see
the different parts working together has always been how my mind functioned. 
When I moved into business analysis I realized that I was a lot closer to my calling. I
wanted to understand how businesses worked and how different parts of a business
come together to provide a resource to provide a result, and deliver a product or
service. 

This helped me uncover reasons for why different businesses did better than others,
but it was only when I started a process improvement analyst position using Lean Six
Sigma, that I realized that this was exactly what I could excel in.
 
Even though I've been in robotic process automation (RPA) and intelligent automation
for many years now, I will always see myself as a process improvement person first.
RPA, artificial intelligence (AI), and intelligent automation are just tools to help
businesses improve their processes with the ultimate objective of becoming more
efficient and more impactful. 

Throughout my career, in every job that I’ve ever had or even any establishment or
shop I’ve walked into, I always saw the different things that could be improved, and
noticed the waste and inefficiencies. 
 
I’m sure you too have been frustrated while standing in a customer queue or waiting
around in a restaurant or shop where you’ve noticed how certain processes seemed
quite clunky and steps seemed unnecessary. Maybe you're experiencing this right now
in your day-to-day work-life.
 
Now, as you are on your journey towards becoming a process automation expert, you
will have the power to make that difference and to make that change in a fast way.  
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