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FOREWORD

 

Digital transformation is happening in our working life whether we like it or not. It’s a
huge wave approaching, and the first waves have already reached our shores. Trying
to stop it or hiding our heads in the sand are as detrimental as defiantly standing on
the beach and reminiscing about the “good old days” as the tidal wave grows near. 
…Were the good old days any different? They say the one thing that’s constant, is
change. 

Even if your team and business
don’t know it yet, they need
someone like you to step forward
and take the lead on their digital
transformation journey, and help
them ride this wave. So get your
surfboard out – let’s learn how to
barrel ride. 
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IS THIS EBOOK FOR YOU? AND
WHO ELSE IS IT FOR TOO

IN THE EBOOK YOU WILL LEARN:

Are you interested in
technology or already in this
space? 
Are you eager to learn, invest
in yourself and go all the way? 
Are you keen to bring others
onboard to surround yourself
with a strong team? 
Do you want your knowledge
to stand out from the crowd
and make a lasting
impression? 

The core reasons automation
projects and programs fail and
how to avoid these mistakes. 
A powerful strategy for
standing out from the crowd,
making a massive impact to
accelerate your career. 
The most recent trends and
tips drawn from our global
network, experiences, and
newest emerging
technologies. 
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INTRO:



 

you’re looking for a career change into the
exciting and lucrative world of automation, 
you want to future-proof your profession
with skills in one of the fastest growing
markets, or 
you’re already in automation but feeling a
little stuck and want to accelerate to a
position where you’re leading your own
automation team, 

Whether you downloaded this eBook because:

– it doesn’t much matter, because all paths 
lead to the same objective, to become a source 
of automation knowledge, a shining expert in 
automation… AN AUTOMATION SUPERHERO!

How fast you progress to this goal really depends on you and how much effort you
are willing to invest in yourself, because when you join the IA Simplified community,
you’ll have all the tips, tools and techniques you’ll need. 

Now’s the time to put some urgency on your progression, as there are a LOT of
people piling into this market and you’ll need to accelerate pass them. 

What is your “WHY”? Why do you want this, what’s happening in your life that you will
draw motivation from? 

Is there a promotion that you want to go for – but you feel you’ll get overlooked? 
An interview is coming up – but already has 20 candidates? 
Automation is creating a lot of changes in your workplace – and you want to be
on the right side of it? 
Your business is falling behind competitors/hemorrhaging customers – and you
see bringing in automation as a massive opportunity for you? 

Write down your WHY (what is motivating you)
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Why did you download this book? 



 

 A lot of new entrants (workers, businesses, and
consultancies) have flowed into the intelligent
automation space in the last few years, but
many, who don’t have the access to years of
experience, will have to learn through trial and
error. 
 
However, from the IA Simplified community, you
will be able to draw from my (and my global
network’s) many, many years of experience in
many aspects of the intelligent automation
lifecycle, and this will allow you to progress
past them. 
 

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.” 

You can read more about my journey at the end of the book

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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But why listen to me?
Who is Tony Walker? 



When I was at the start of my
career, even after a year of
being a new RPA (robotic
process automation) analyst, I
still had a lot of questions. If
you're new in an automation
position yourself, you may have
questions about the different
aspects of the automation
lifecycle: 

Luckily for you, I took the risk (so you don’t have to) and jumped into different roles 
for different aspects of the intelligent automation lifecycle. I understood the theory of 
these roles, as I had studied and engaged with such roles through development and 
support, but I didn’t have practical experience. 

The automation market is still very siloed, and as you will notice, new analysts don’t 
know much about development, and new developers don’t know much about 
support. But now, 6+ years on, I can provide you with a way to connect the dots and 
view the full lifecycle. 

Hopefully, with the content I share in the community, you won’t need to start from 
scratch. This is your springboard to take the torch and reach new heights. So, what 
does your story look like? What are your goals? 
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Who are you and what
are your goals?

How are automated processes built? 
How are they built in different
platforms? 
What happens after the automation
is launched? 
What do we do if we want to change
the automation? 
What really is AI? 
How can we use AI to enhance
automated processes? 
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I hope this eBook lets you walk away with a lot of your questions answered and 
opens your eyes to new possibilities, and that your goals are not that far away. 

I’ve mentioned previously that a massive tidal wave is approaching, and with
everything that's been happening in the world since 2020, these transformation
trends that we've been seeing over the last decade have just accelerated. 

Whatever your objectives are, this eBook is just the beginning. Get the most out of
the community by using the tips, tools, and techniques in the content that I’ll send to
your inbox, and allow this to become a two-way conversation by posting your
comments and questions on my articles and videos. 

Maybe you’ll see a jump of possibly 20% in your income in less than a year. 
If you can go hard, and with a bit of luck, you may be able to do what I did
and double my income TWICE in less than five years. 
Maybe you want to future-proof your career, maybe you want to become
vital, a “lynch-pin” in your company, the go-to person. 
Maybe you want true career confidence and job security. 
Maybe you want to find the fastest route to Head of Automation 

Write down your WHAT (your objectives for the next 12-24 months) 

https://www.linkedin.com/newsletters/intelligent-automation-simple-6899744606628782081/
https://youtube.com/channel/UCuBjCxXKLzRKui22wvVMsYA?sub_confirmation=1


1

2

4

5

6

7

3

Einstein was credited with saying that
“if you can’t explain something simply,
then you don’t understand it enough.”
I called the community IA Simplified,
because I don’t want to blind you with
jargon and science. I want to make
this as easily digestible as possible
without losing the details that are
needed.

So I want to simplify the first 5 years
of my journey into a 7-step strategy
that you can use, whether you’re
already in an automation career or a
total newbie, to reach your goals –
much faster than it took me! 

The faster you progress through
these 7 steps, the faster you will move
up in this space, so absorb the
mountain of content that will be
coming your way. I believe in the
proverb “iron sharpens iron” so invite
your trusted colleagues into the
community to take this journey with
you, so you can learn twice as fast.
[INVITE FRIEND LINK] 

Learn about key Process
Automation trends 
Where is this industry going, what
do you need to prepare for? 

Learn how to build an
automation robot 
Understand the basics of
development that will make you
better at your job, even if you’re not
a developer 

Learn how to build an
automation toolkit 
What tools and templates will you
need to deliver a project and
launch robust automation? 

Learn how to deliver
automation with your eyes
closed 
How to churn out automation,
repeatedly 

Learn the full Intelligent
Automation lifecycle 
Connect the dots: find, design,
develop, support, and enhance 

Learn how to set up an
Automation team
What does it take to create a center
of excellence? 

Learn about different types of
Intelligent Automation tools 
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The 7-step
strategy I used
(and continue
to use) 

https://iasimplified.pro/solved-ebook-invite/


There are four main trends right now:

▶ Citizen Development:

RPA software companies are pushing for
businesses to produce citizen developers,
meaning that any staff member can
develop their own automated processes.
Similar to how Excel is ubiquitous and
used by almost everyone, these
companies are making their applications
extremely intuitive and easy to use.
 
Soon, anyone will be able to download the
platform and implement automations
straight away. These automations are
called “attended” as they will just sit on
the user’s desktop, similar to an Excel
macro. The user can simply press a button
for a specific task and the automation, for
example, will pull data from an invoice, or
copy a list of customer info from Excel
into a web-form. 

Analyst and project management roles
and the Centre of Excellence team will
become even more important to ensure
that the business keeps all these
automated tasks under control, and that
the technology is being used in the right
way.
 
Developers will remain the source of
expertise and will be responsible for
creating large-scale, behind-the-scenes
automations, which will be “unattended”
on a server or virtual desktop out of
sight. 
 

1. Learn about key Process Automation trends 
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▶ Evolution of RPA to Intelligent Automation:

Robotic process automation and artificial intelligence (AI) technologies are merging
now to become intelligent automation. Soon all pure-RPA use cases will be
exhausted and all automation projects will involve some AI. 

Pure RPA has its limitations, it can only use standardized, predetermined inputs: like
a date from a date picker, or an option from a dropdown menu. It can’t understand
free-text or text on a scanned image or form. AI technologies allow businesses to
expand the scope of what can be automated. 
 

Finally, machine learning (ML) gives automation the ability to make decisions by
ingesting a very large amount of information, finding patterns, and then calculating
the probability of what the right answer is. From answering the question “which
product will this customer most likely buy?” to determining “what’s the probability
this patient has a specific disease?” 
 
RPA software platforms are embracing this trend and are either incorporating this
into their software or building big eco-systems which make it much easier to
integrate AI with automation, so that you can just drag and drop AI capabilities into
your automated process development. The more understanding you gain on these
three main AI capabilities, the more confidently you can incorporate these
technologies into your intelligent automation projects. 

is probably the number one
technology in intelligent automation
in projects, as businesses still use a
lot of paperwork, both physical and
virtual. OCR, as well as intelligent
character recognition (ICR), can
scrape data from scanned forms
and PDF documents, which can then
be passed to automated processes
to complete the work. 

is the smarts behind chat bots, but it
can do much more than respond to
webchats. NLP is how a computer
can understand natural human
language, and what the instruction
is or what the intent of a question is.
As NLP is how humans
communicate with machines, this
will pretty much be at the center of
digital transformation.

Optical character
recognition (OCR) 

Natural language
processing (NLP) 
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▶ Small and medium businesses
     entering the automation space:

The cost of intelligent automation is
quickly getting lower, with the help of
cloud-based services. Automation used
to be for large companies with deep
pockets, who could afford the
infrastructure requirements, minimum
order licenses, and servers needed to
run automation robots.

Microsoft Azure and AWS (Amazon web
services) allow businesses large and
small to outsource this with little or no
upfront costs, to only pay for usage.
There is still a significant cost for an
automation license of a few thousand
dollars, but if analyzed right, a business
would get that money back in savings
within a year. 

Development is becoming easier than
ever. A member of staff can become an
RPA developer in a matter of weeks,
using free online courses, and practicing
using a free “community license.”
Alternatively, development can be
outsourced and so can support services.

Even the use of artificial intelligence capabilities is attainable without the need for AI 
engineers. This expansion of automation to smaller companies means an even 
greater demand for automation experts that can guide their team to ensure they are 
building robust automated processes – they will need your expertise. 
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How can you manage an
automation project if you don’t
understand what is required to
build an automation? 
How can you analyze a process
and ask the right questions if you
don’t understand how a robot
executes actions and makes
decisions? 
How can you lead an automation
team if you don’t understand what
makes a robot robust? 

If you’re not a developer, just
understanding how to build a basic
robot will make you 10x better at your
job than those that don’t. 

To build a robot there are just 5 key 
(simplified) steps to build an 
automation. Different platforms do 
these steps in different orders: 

▶ Growth in services overshadows growth in technology

Even though getting into automation is easier, becoming a developer is easier, and 

more intelligent automation technologies are entering the space, this doesn’t mean 
that delivery and implementation will be without mistakes, challenges, and 
headaches. 

Based on the growth chart HERE, businesses are investing in professional services a 
great deal more than in technology, because nothing trumps expertise and 
experience – the knowledge of what not to do, what to do, and how to do it. 

The technology is great and delivers on many promises, BUT it can’t deliver itself. So 
become an expert fast, stay relevant, and add immense value. 

2. Learn how to build an automation robot
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https://www.google.com/url?sa=i&url=https%3A%2F%2Fnewswiredesk.com%2Fnewswire%2Frobotic-process-automation-market-to-reflect-tremendous-growth-potential-with-a-cagr-of-40-6-by-2025-grand-view-research-inc%2F&psig=AOvVaw1GBl7Y9R_cSOW_5wTtLtri&ust=1651405246217000&source=images&cd=vfe&ved=0CAwQjRxqFwoTCJCXzJvau_cCFQAAAAAdAAAAABAG
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In this example the robot will be able to recognize the email field, password field, and the
submit box so that it will be able to log in 

1. IDENTIFY PAGE ELEMENTS:

First, you need to “spy” different objects 
on a screen or a page of a website or an 
application. 

This helps the RPA robot to recognize 
these elements, be that a button, 
hyperlink, or a text field, so that the robot 
can follow instructions to interact with 
these elements to click, select, copy or 
type, just like a human would. 

Next, you need to drag different activities
into the process map: 

ACTION: e.g. open Excel, open Chrome,
type a web address, or extract table 

CALCULATION: e.g. X + Y * Z, or find the
5th row in a table 

In this example the robot identifies the web table and can extract all the data in the table in
one go 

2.DRAG ACTIVITIES/ACTIONS:

IF price has gone up press “BUY” 
ELSE IF price has gone down press
“SELL” 

Most processes aren’t linear, so you will at
some point need to drag in a decision and
define the logic the robot must go
through to determine which path to take. 
e.g.

a.
b.

3.DRAG DECISION POINTS:
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Once the process is finished you can press
play (or define the trigger to start the
process), and you will see the robot
moving through the process step by step. 

That’s it! Pretty easy right?

It’s advisable to practice developing automation processes, even for yourself. Having this 
qualification and skill as a non-developer will immediately give you a clear edge over others. 

Analysts that know how to build an automation will ask the right questions with process 
experts when they are defining the process in sufficient detail to ensure the developer builds 
something that is robust and fit for purpose. 

Project/program managers and team leaders who have this knowledge can set realistic 
expectations and challenge the team in the right way to ensure delivery is high quality. 

4. ADD LOOPS:

Loop through the process for a 
predefined number of iterations. For 
example, you could have a data table in 
Excel. The bot counts the rows and 
loops through the table row-by-row 
inputting data from Excel into a web 
form. 

5. PRESS PLAY:



If supplier information needs to be added
into a finance system from an invoice, or
customer information from PDF documents
needs to enter into a customer relationship
management (CRM) system, this is a
problem for an automation process that is
just using RPA.

OCR software can pull information from the
documents or scanned images and copy it,
putting it into an Excel spreadsheet. Even if
the form has different fonts or is
handwritten, ICR (intelligent character
recognition) can read this information, even
more accurately than humans.

Now that the data has been transferred into
a structured format, RPA can log into the
finance or CRM system, take data from the
Excel table, and enter it into the web forms.

But what if a customer has misspelled
something? ICR can even take this one step
further. If a form field is CITY and the
customer entered “LODNON”, the ICR
software would be able to realize that, as the
field is CITY and the correct spelling should
be “LONDON”. 

As mentioned earlier, there are key artificial intelligence capabilities that you need to
be clued up on, as they will become instrumental in intelligent automation projects.
Let’s look at some use cases to explain how these technologies can be used to
enhance RPA: 
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3. Learn about different types of Intelligent
Automation tools

▶ OCR - optical character recognition:



If a customer service team has a high
volume of customer queries to respond to
(be that via phone call or webchat), a chatbot
can be used to give an immediate answer to
a wide range of customer questions. But this
will depend on the size of the team’s
knowledgebase, from which the chatbot will
draw its answers.

Customer service teams may realize than a
significant percentage of customer queries
are asking a handful of the same questions
or making same sort of requests, be that in
different ways. 

For example: 
What is my balance? Who is my account
manager? 
Book a hotel in London. Book a flight for
June 12th. Book a rental car from Malaga
airport. 

There are unlimited ways that a customer
can make these enquiries or requests, but
the chatbot can use NLP to decipher what
the customer’s intent is, and then can search
in their predetermined knowledgebase to
find which answer or action relates to this.

“What’s my balance?”, “balance”, and “how
much is in my account?” all have the same
intent. 

With a request such as “book a
flight for June 12th “ or “book
flight 12 June”, the chatbot can
define what the required
action is, and this will trigger
the appropriate automated
process to enter the
customer’s details into the
flight booking form, select the
date, and then ask for the
customer to confirm the
booking. 

A chatbot could have 100s of
predetermined “intents” in its
database, with the appropriate
answer or the appropriate
automated process for each. 
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▶ Chatbots:



Even if customer queries are a lot more complex
or unique, the chatbot can ask a caller questions to
start gathering information from the customer as
they wait in the call queue, thus buying some time
for the customer service team and making it
appear as if the wait time is shorter. 

This Question-Answer chatbot example is fairly
simple, but there are more intelligent chatbots out
there, like Apple’s Siri or Amazon’s Alexa. Some are
more intelligent still, and are known as
“Conversational AI.” They can understand context
and conversation history to provide much more
tailored, personalized responses. 
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This is not limited to chatbots – NLP can be used to 
understand free text to make decisions. For 
example, NLP can read email titles and content, 
and be able to categorize an entire inbox into 
subfolders, with each subfolder triggering its own 
automated process.

NLP can even assist staff in real-time by scanning 
through databases and FAQs, or internal or 
external webpages to fetch information in a flash, 
so that staff can  manage customers faster and 
more accurately. 

This is just a taste of how intelligent automation 
can take process automation to the next level, but 
you can see how much can be accomplished with 
these core AI capabilities. There is a plethora of 
different types of AI out there, but focusing on 
these would be the best strategy. This is because 
they are the most popular in the office, as they 
have the most versatility and are easier to 
implement, unlike Machine Learning algorithms 
which require a very large amount of data to give 
accurate results. 

▶ Natural Language
     Processing/Programming:



To ensure that the outcomes of your automation projects (and those of your team)
do not vary in quality, and that you don’t miss critical information that could result in
buggy automation, an automation toolkit will standardize your approach.

Additionally, by standardizing your approach to automation delivery, you won’t need
to reinvent the wheel every time you start a new project. You’ll be able to spend less
brainpower planning each project and more time executing it. 

There are some key automation project templates that you NEED to have in your
toolkit to ensure that the automations you deliver are robust. Understanding how to
use them will ensure you have a 360 view of what good looks like, at every stage of
your project. 

The purpose of this is to evidence
to the business that this
automation project is a
worthwhile investment, and the
benefits it will deliver (both
financial and non-financial) will
outweigh the expense and effort
to build and deliver it. This should
include the problem statement,
analysis and findings, along with
your recommendation. Highlight
any risks, assumptions, impacts
and dependencies, and perform a
cost benefit analysis. 

The cost-benefits analysis is the
most important, as this looks at
the current cost for the process
(e.g. loaded FTE costs) versus the
automation costs (initial costs:
analysis, development and license
costs, as well as infrastructure
costs, and running costs: support
and maintenance). 

This document helps the team, especially
the solution architect, determine what the
infrastructure requirements are, and if there
are any technical blockers or restrictions
that could impact the project(s). 

Is the team technically ready, are there any
pending application changes, and are there
development and testing environments for
developers to work in, away from the real-
life applications? 

▶ BUSINESS CASE: ▶ TECHNICAL QUESTIONNAIRE:

4. Learn how to build an Automation toolkit
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This is probably the most important document of the entire automation project. The 
PDD is used by the automation business analyst to translate the business problem into 
a technical solution.

The form should capture the AS IS/TO BE process that will be automated, how the 
process should be triggered and when, as well as what could go wrong (the exceptions) 
and how to notify the business when exceptions occur. It should include every minor 
detail that the developer requires to understand exactly what needs to be built, in a 
clear and unambiguous way, including a keystroke document and process maps. 

This document is the core element to the 
PDD or can be a separate document. The 
purpose is to define each step and micro-
step, from which pages need to be 
accessed, down to the exact buttons and 
text fields that need to be used. 

Screenshots are used to make it crystal 
clear to the developer what the automation 
actions should be. 

The analyst will work with the process 
experts to define the AS-IS process map 
(what the team does now) and the TO-
BE map (what the future process should 
look like). Process steps should be 
numbered, and though this is not 
expected to be at the level of minute 
detail of the keystroke document, the 
high-level steps should match. 

▶ PROCESS DEFINITION DOCUMENT (PDD):

▶ KEYSTROKE DOCUMENT:▶ PROCESS MAPS:
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The developer uses the details from the PDD to create the SDD. This is the technical
detail, showing the architecture of the robot. For example, what databases,
applications, utilities and components will be used, and where output files will be
stored. 

If your team or business do not have these templates and you can provide them and
explain how they should be used, this alone will make you stand out as an expert.

As you progress and build your toolkit with other templates and tools for each aspect
of the automation lifecycle, you can help your automation team mature a lot faster and
elevate to a position where you can help your team leader improve the team’s
operating model. 

▶ SOLUTION DESIGN DOCUMENT (SDD):
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The toolkit will allow you to deliver robust
automation at a consistently high quality when
the tools and templates are used correctly.
However, what is missing to become an
automation professional is the ability to deliver
projects smoothly and at pace. 

To take automation delivery abilities one step
further is to have a repeatable process and to
be able to churn out automation solutions, no
matter the environment. 

When you understand when and how to use
your tools in a repeatable way, you will be able
to deliver automation essentially with your eyes
closed, and delivery will become second nature
to you. 

Having an implementation governance model
will bring everything together. You will know
which template or tool to use at every stage of
implementation, when to use it, what the
quality criteria should be at every stage to
ensure that only quality work gets through, and
also who is responsible for each activity. 

5. Learn how to deliver automation with your eyes
closed



Here is a simplified, repeatable process that you can use for any automation project,
no matter what business or team you’re dropped into: 
 
However, for a more mature team you would have a repeatable process for
discovering use cases, for delivering a project, for developing automation, and for
maintaining and enhancing automation. 
Coupling your governance model with a roles and responsibilities RACI chart
(Responsible, Accountable, Consulted, Informed), you will have everything you need
to have your automation team running like clockwork. 

This knowledge of every step of the automation lifecycle will give you immense
insight to appreciate the roles of everyone in an automation team, understand the
importance of each stage, and know how cutting corners can have impacts later
down the line.
 
Once you have learned this, you will have more knowledge than perhaps 80% of
everyone in the automation space. You will be able to walk into any interview and
any automation team and blow their minds. 
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http://iasimplified.pro/wp-content/uploads/2022/05/Share-IMPLEMENTATION-MODEL.pdf


RPA Sponsor: Senior backer (preferably C-level) who can get buy-in from senior
stakeholders 

Evangelist: Promotes the technology to the business and generates excitement and
buy-in 

Program Manager: Delivers the capability and oversees all automation projects 

Business Analyst/Project Manager: Responsible for delivering robust automation 

Developer: Builds the automation 

Solutions Architect: Sets out the infrastructure requirements and connectivity 

Support Engineer: Monitors and maintains 

Release Manager: Controls the production environment and the release of new
automation changes 

We’ve covered the elements of everything you need to learn about to be able to 
deliver automation like a seasoned expert. 
However, to become an Automation Superhero who can guide your team and your 
business towards digital transformation, you not only need the skills and know-how 
to deliver projects but need the knowledge of how to build a team and develop it to 
become a Centre of Excellence. 

▶ What are the key Automation team roles?

6. Learn how to set up an automation team
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Level 0 (explore stage): 

You’ve just started looking into RPA and automation; you haven’t deployed anything.
You’ve seen a few demos but have not yet decided which vendor(s) to use. 

Level 1 (experiment stage): 

Your team have self-built automation robots using a free license to understand how
the technology works and/or you’ve engaged with preferred vendors who may have
given you some licenses for free. No real structured approach exists for assessing or
implementing opportunities. Alternatively, if you have outsourced your CoE (center of
excellence) completely, then your maturity would also be Level 1, as you have not yet
developed any in-house capabilities.

Level 2 (pilot stage): 

You’ve hired a hybrid RPA developer who also does the business analysis work, or a
developer-BA duo, to find opportunities to automate, and you’ve deployed a POC
(proof of concept). Some RPA documentation and assessment tools exist, and you
have a logical approach to assessing opportunities.

Level 3 (team formation stage): 

You have a few expert team members doing some of the roles that make up a CoE
team but do not have a complete structure; perhaps you have a solutions architect,
developers, support engineers, RPA analysts, PMs, and a Lean Analyst. You have
documented processes, a framework, and a toolkit to generate consistent
automation solutions. 

Level 4 (RPA factory): 

You have a polished team of experienced professionals who have delivered 
automation in several environments, as well as automation champions throughout 
the organization as advocates. A steady pipeline and a refined framework exists to 
churn out automated solutions at a consistent quality and speed. You have a 
complete toolkit with controls and reporting tools. 

Level 5 (CoE as a service): 

Your experienced team can provide their services to internal and external clients. You
have clear terms of service, SLAs (service level agreements), and governance
processes. 

▶ What are the 6 levels of Automation team maturity?
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We help teams get here on our 100 day plan

https://leania.co/optimise/
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We’ve essentially covered the entire strategy in the previous sections of this eBook. 
However this last step wraps up the entire intelligent automation lifecycle into a 
repeatable methodology for implementing Intelligent Automation technology into 
any business.

The memorable acronym AEIO YOU® represents the 7 stages to repeat in order to 
bring new technology into a business and achieve full digital transformation. 

Once you master each of these 7 stages you will become a true automation 
professional and pull away from the masses. You will become an expert to lead your 
business away from common challenges and major mistakes, and overcome 
common pitfalls that newbie teams make time and time again. 

7. Learn the full intelligent automation lifecycle
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AWARE + ALIGN

A
Continuously gain awareness and understanding of new emerging
technologies and trends, and then grow this awareness throughout your
team and business. Starting with robotic process automation, gain top-down
buy-in and work on aligning senior stakeholders on how best to use this
technology. 

EDUCATE + EMPOWER:

E
Educate not just yourself but also staff teams on how to use and implement
this technology. You and your automation team can’t transform a whole
business on your own – you will need to empower the workforce with tools
and know-how to get involved in the implementation process, so that
technologies are adopted with the least resistance. Remember, involvement
breeds commitment. 

INSPECT + IDEATE

I

Use a standardized, scientific method for analyzing your business’s processes
and assessing which use cases are suitable for automation technologies.

Having a tried and tested repeatable discovery methodology for finding
opportunities fast, and using standardized calculators to estimate complexity
more accurately will allow you to prioritize the best use cases that can deliver
the highest value and return on investment, and will ensure your ability to
build momentum and to scale. 

Having a tried and tested implementation methodology will allow you to
deliver automation solutions faster, minimizing sticking points, and build the
momentum needed to scale. 
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OPTIMISE

O

Having set development best practices that you can refer to will allow you to
quality check development work. All developers can work in the same way
and be sure they haven’t missed vital steps that will create “technical debt”
and cost the team later down the line.
 
Having a standardized development and deployment process will allow your
team to quality check work and ensure that only robust automation is
released into production, and that automations are well designed so that
they are easier to support, maintain and enhance in the future. 

YIELD

Y

This is an important step that many automation teams seem to forget. Yield
measures the results of the recently launched automation to determine
whether the benefits and value the business case estimated the project
would deliver have been released.
 
Rather than giving into “shiny object syndrome,” where teams implement
technologies just because they are new, delivering benefits to the business is
the whole point of the project/program. 
 
Yield is a reflective stage to confirm whether an improvement was made
(which proves to the business that the technology capability is real), and if the
benefit was not as expected, how you can refine your estimates. 

ORGANISE + OVESEE

O

In this stage you will need to learn about how to structure a support team to
monitor and maintain a digital workforce. With newly launched automated
processes, you can put into practice support processes for your support
engineers to manage live automated processes, check for errors, investigate
issues, and implement bug fixes or enhancements. 
                       
The two ways to support automation are pro-active problem management
(daily spot checks to ensure automations are running correctly and that
results are as expected), and passive problem management (via a ticket
system where incidents are raised by the business).
 
To maintain smooth operation of a support team, the use of dashboards and
the tracking of KPIs (key performance indicators) of automated processes can
allow the business to keep an eye on the delivered benefits, and where bots
are not delivering expected benefits (e.g. due to too much time offline or too
many errors). This visibility encourages the business to adopt a continuous
improvement mindset, looking for new ways to make their automations
more efficient. 
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UNCOVER, UPSKILL UPGRADE

U
This stage is a reflection of the beginning stages, where you need to discover
new intelligent automation technologies (your awareness of emerging
technologies), educate on how to utilize them and inspect the current use
cases (both manual and automated) that can be enhanced with these new
technologies, and use your implementation model to optimize your business
processes further. 

Using this 7-step strategy (to understand key emerging trends and technologies, and
to build a toolkit, repeatable delivery model and automation team) and the AEIO
YOU® methodology to remember each stage of the intelligent automation lifecycle,
you will be equipped with everything you need to become an Intelligent Automation
superhero and lead any team towards digital transformation. 
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I've thrown a lot at you, and you will probably need to go back through this again, 
preferably with a colleague or your team, but I hope that much has resonated with 
you. I’m sure this has answered a lot of your most burning questions, but also has 
left you with many more questions that need answering – that's what the IA 
Simplified community is for. 

We have an AEIO YOU® eLearning portal which covers every aspect that I’ve 
mentioned here in a lot more detail, with template examples and descriptions, 
videos, embedded courses, quizzes, and case studies. 

You can also download the full Intelligent Automation toolkit, (or a toolkit for your 
specific role), which has everything you need to execute each aspect of the lifecycle 
from generating awareness with slide packs and workbooks, to checklists for 
identifying use cases for intelligent automation. 

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, so lean thinking is 
embedded throughout our portal and tools. The portal includes lean thinking tools 
and methods to allow you to get the most out of intelligent automation technologies. 
This is what makes us unique and what will make you STAND OUT. 

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. 

NEXT STEPS: COMMIT AND
INVEST IN YOURSELF 

https://learn.leania.co/
https://shop.leania.co/
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Here's your discount code:

HERO7-2022GO

Portal: 

$189/month 

for 1-year access 

This discount reduces that to just 

$79/month 
(almost 60% off)

for 12 months access to all content 

Look back at what you wrote down 
as your “WHY” for taking this step 
towards your goals, and what you 

wrote down as your WHAT for your 
TOP objective for the next 12-24 

months. 

ACCESS PORTAL HERE

This access will also get you 
1 year’s access to the 
Automation Portal, which you 
can use to immediately start 
identifying your best 
automation opportunities 
simply by adding your team 
and process data to quickly 
discover the amount of 
benefits and savings 
automation can deliver. 

https://learn.leania.co/membership-account/membership-checkout/?level=13


 

I hope you’re proactive and get started
right now, to take the steps to stand out
and make an impact. 

Let’s be audacious and do epic things, and
remember to keep optimizing, keep
discovering! 

All the best,

Tony 
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✔

✔

✔

✔

✔

✔

✔

Be bold in going for promotions, get noticed 

Confidently walk into any interview, no matter how many other candidates 

Be on the right side of change and future-proof your career 

Grab this opportunity to turn around an outdated business 

Try and up your income by possibly 20% or even double 

Become vital, a “lynch-pin” in your company, the go-to expert 

Maybe strive towards Head of Automation

Are you ready to make significant progress down that path to: 



 

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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My Intelligent
Automation
journey



Although I was exposed to artificial
intelligence in 2015, it was 2017 when I first
heard about robotic process automation.
RPA had been around since 2002 but only hit
the mainstream in 2015, when early adopter
businesses started to take this seriously. 

I was a (very) amateur coder back then, so
my boss, who saw me as the most technical
on the team, decided to assign me the task of
becoming the automation expert for our
Lean Six Sigma process improvement team. 

Maybe you had a similar experience to me when you first heard about “robotic
process automation.” My boss was sitting next to a storage cupboard at the time,
and I thought he was about roll out a physical robot at any moment. 

Tony, I want you to
learn everything you

can about RPA and then
train up the team so
that you can go out

there and start
automating processes”
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My journey



RPA is obviously software robotics, and is just
another tool in the toolbox for process
improvement. I didn't really think of it as more
than just another tool – until RPA developers
started to disappear on my process
improvement projects. 

I remember asking a colleague who'd been at the
business for a lot longer than me, where all the
developers were going, and he explained that
these developers were normal staff who
volunteered to get trained up on this new
technology, and in a matter of months, they were
moving to London for RPA development jobs on
much higher salaries. 

I can be a little slow, so this happened on a few projects before it eventually clicked 
that this was something I needed to get into in a big way.

Even from a process improvement standpoint, our process improvement team was 
going out, speaking to teams, running multiple projects, and struggling to save even 

a few thousand pounds (£) here and there through the use of lean thinking and 
process redesign techniques. But with automation technology, we could save 
hundreds of thousands, and created a pipeline of project work worth millions of 
pounds (£) of savings without really breaking a sweat! 

Those two things, the developers moving to London and the magnitude of savings 
from automation, were a defining moment. 

Penny drop
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In the grand scheme of things, I don’t really consider
myself a “techie” – perhaps you’re the same – so I
decided not to dive too deep into the development
side, but to stick with becoming an RPA analyst.
There are many reasons for this, for example: 

When you're an automation analyst you become
agnostic to software platforms. Whether the business is
using UiPath, Blue Prism or Automation Anywhere,
analyzing a process and delivering a project is the same. 
A developer is tied to the platform they’ve learned and
may need to relearn a new platform to change jobs, so
they would need to learn multiple platforms to have the
same reach as an analyst. 
Even in later years when businesses started to use new
Artificial Intelligence (AI) technologies, the analyst role
was a lot more fluid to work on a wider range of projects. 

Through an analyst lens, I read every article and
blog, and watched every video I could get my hands
on. I studied all the exams I could access, passed
developer exams in UiPath, Blue Prism and RPA
analysis, and completed courses on AI technologies
like Natural Language Programming (NLP) and
Optical Character recognition (OCR). 

I went to seminars, webinars and conferences, and
took a lot of early morning and late-night train rides
in and out of central London to network with the
small but growing community of automation
professionals and business leaders. 
 
After months of this, I too, eventually, inevitably
secured a well-paid job in central London in under a
year of starting my automation journey. But when I
moved to London, that’s when things really
accelerated. 

Strategic
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